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SUMMARY  OF  FINDINGS 


The  public  works  department  is  one  of  the  largest  depart- 
ments of  the  City  government..   The  commissioner  of  public  works  is. 
responsible  for  the  administration  of  many  of  the  essential  public 
services  including  refuse  collection  and  disposal,,  street  cleaning, 
bridge  maintenance  and  operation,  ferry  maintenance  and  operation, 
the  Sumner  tunnel,  highway  construction  and  maintenance,  the  water 
distribution  system,  the  sewer  system,  street  signs,  and  street 
lighting.   The  department  employs  about  2500  people  and  expends 
over  $13,000,000  annually.   The  commissioner  of  public  works  is 
required  to  be  a  civil  engineer  of  recognized  standing. 

There  is  considerable  evidence  indicating  that  the  com- 
missioner and  some  of  the  members  of  his  staff  are  striving  toward 
improvements  in  operations  but  the  difficulties  are  such  that  the 
efforts  being  exerted  appear  feeble  by  contrast.   The  sizes  of  the 
various  units  are  large  and  the  employes  are  of  long  tenure  both  of 
which  tend  to  cause  resistance  to  progress  and  change. 

Although  the  basic  organization  structure  is  sound,  the 
department  tends  to  function  too  much  as  a  group  of  separate  and 
independent  units  rather  than  as  an  integrated  organization. 
Engineering  services,  accounting,  recordkeeping,  and  payrolls  are 
decentralized  on  a  division  basis. 

Within  the  several  divisions,  field  operations  are  ad- 
ministered by  units  that  are  too  small  resulting  in  a  large  number 
of  small  field  offices  and,  therefore,  excessive  overhead. 

The  policy  of  doing  work  by  contract  as  compared  with  day 
labor  forces  has  probably  been  carried  to  extreme.   Certain  opera- 
tions such  as  routine  maintenance  of  pavements  cannot  usually  be 
handled  successfully  by  contract  due  to  the  difficulty  of  spelling 
out  the  scope  of  the  work  and  the  inspection  and  supervision  that 
is  needed  to  assure  compliance.  Also,  the  policy  of  contracting  for 
refuse  disposal  tends  to  produce  a  monopoly  making  it  difficult  to 
get  competition  for  this  business. 

In  general,  the  administration  of  the  water  division  is 
reasonably  effective  but  failure  to  pla.ce  the  emphasis  that  is 
warranted  on  water  meter  testing  is  probably  costing  the  City  as 
much  as  $500,000  a  year  in  reduced  revenues.   Scarcity  of  parts  and 
meters  during  the  war  has  contributed  to  this  situation. 

The  cleaning  and  maintenance  of  the  main  drainage  sewer 
system  has  been  neglected  and  deferred  to  the  point  that  additional 
funds  should  be  spent  for  these  purposes. 
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The  tunnel  service  seems  to  be  operated  efficiently  and  the 
receipts  exceed  expenditures  by  a  considerable  amount.   On  the  other 
hand,  the  ferry  service  shows  a  substantial  loss  which  from  a 
business  standpoint  would  point  to  closing  this  service.   Passenger 
traffic  has  fallen  off  considerably  even  though  the  one  cent  fare 
established  in  1887  is  still  in  force.   Bridge  maintenance  has  been 
neglected  while  the  operating  force  has  been  overmanned. 

The  City  has  failed  to  take  advantage  of  technological 
improvements  in  street  lighting  which  has  resulted  in  a  low  standard 
of  service  considering  the  funds  expended. 

Street  cleaning  has  not  been  mechanized  to  the  extent 
practicable  but  instead  the  staffing  is  too  large  for  the  needs  of 
the  City  and  for  the  work  that  is  being  accomplished.. 

The  central  office  of  the  department  of  public  works 
appears  to  be  equipped,  staffed,  and  operated  with  reasonable  effec- 
tiveness and  economy  within  the  limits  of  its  duties.   However,  the 
scope  of  the  duties  of  this  office  is  not  adequate  for  effective 
administration  of  a  department  of  2500  employes. 

The  adoption  of  the  recommendations  contained  in  the  several 
reports  on  the  department  of  public  works  should  produce  annual  pay- 
roll savings  of  over  $1,500,000  and  result  in  substantial  improve- 
ments in  the  standards  of  services  rendered  the  citizens  of  Boston. 
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SUMMARY  OF  RECOMMENDATIONS 


The  recommendations  expressed  or  implied  in  Report  No.  13 
on  the  public  works  department  general  organization,  central  office, 
and  miscellaneous  procedures  are  summarized  as  follows: 

1.  Revise  the  organization  structure  of  the  public  works 
department  by: 

a.  Creating  a  new  division  of  administrative  services 
to  replace  the  present  central  office.   (Sec.  5) 

b.  Creating  a  new  division  of  engineering  to,  replace 
the  several  engineering  units  in  the  department  and 
in  other  City  agencies*   (Sec.  5) 

c.  Establishing  the  existing  equipment  service  unit 
in  the  highway  division  as  a  division  of  the 
department.   (Sec.  5>  9) 

2.  Transfer  the  duties  and  staffs  of  the  engineering 
units  concerned  with  design  and  construction  and  street 
lines  in  the  park  department, , the  street  laying-out 
department,  and  the  several  divisions  of  the  public 
works  department  to  the  proposed  division  of  engineer- 
ing.  Give  further  study  to  other  engineering  units 
not  included  within  the  scope  of  the  studies  made  by 
the  authors  of  this  report  to  determine  which  units 
should  be  transferred  to  the  proposed  new  division. 
(Sec.  5) 

3*   Centralize  within  the  proposed  administrative  service 
division  most  of  the  recordkeeping,  accounting, 
personnel  services,  payrolls,  blueprinting,  and  other 
office  work  common  to  more  than  one  division  and 
relieve  the  operating  divisions  from  these  responsi- 
bilities.  (Sec.  5}    10d) 

^  .   Create  a  new  position  of  City  engineer  to  head  the 
proposed  division  of  engineering  and  organize  the 
division  approximately  as  follows:   (Sec.  6c) 

City  engineer 

Administrative  assistant 

Contracts  (specifications,  awarding  bids) 

Engineering  records 

Testing  laboratory 
Engineer  of  surveys 
Engineer  of  design 
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Bridges 
Pav  ing 
Sever 
Water 
Engineer  of  construction 
Field  engineering 
Inspection 

5.  Create  a  central  testing  laboratory  in  the  proposed 
division  of  engineering  to  serve  the  testing  needs  of 
the  department  and  other  City  agencies.   (Sec.  7) 

6.  Reduce  the  number  of  field  districts  used  by  the 
several  divisions  to  five  or  six,  and  make  the  district 
areas  for  the  divisions  congruous  insofar  as  it  is 
practicable  to  do  so.   (Sec.  8b) 


7.  Consolidate  office  and  yard  requirements  of  the 
several  divisions  at  one  location  for  each  district 
area.   (Sec.  8b) 

8.  Consolidate  material  storage  and  records  so  as  to  have 
only  one  stores  system  for  each  district  area  to  serve 
the  several  divisions. 

9.  Pending  the  complete  rearrangement  of  districts  make 
certain  changes  immediately  and  effect  economies  as 
follows : 

a.  Eliminate  the  three  watchman  positions  at  Battery 
Wharf  and  lock  this  area  when  not  in  use.   (Sec.  8b) 

b.  Close  the  highway  division  office  at  388  Albany- 
Street  and  move  this  operation  to  6S0-710  Albany 
Street  where  other  department  'operations  are  con- 
centrated.  (Sec.  8b) 

c.  Reduce  the  number  of  yardmen  at  the  Albany  Street 
Yards  from  ten  to  seven.   (Sec.  8b) 

d.  Abandon  the  small  sanitary  division  office  and 
paving  division  yard  at  Walter  Street  and  transfer 
the  operations  to  the  Child  Street  location. 
(Sec.  8b) 

10.   Consolidate  shop  activities  at  one  location,  transfer 
the  mechanics  assigned  to  various  districts  throughout 
the  department  to  the  central  shop  location,  and  reduce 
the  consolidated  staff  by  about  50  percent.   (Sec.  8c) 
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11.  Discontinue  the  present  practice  of  maintaining  the 
buildings  by  the  several  divisions  and  transfer  this 
responsibility  to  a  central  building  maintenance  agency 
described  in  another  report  in  this  series.   (Sec.  8d ) 

12.  Establish  the  equipment  service  unit  on  a  revolving- 
account  basis,  using  a  rental  charge  to  recover  costs 
and  including  in  such  charges  an  amount  for  replace- 
ment purposes.   (Sec.  9) 

13.  Abolish  the  position  of  investigator  and  inspector  of 
property  currently  part  of  the  commissioner's  office. 
(Sec.  10c) 

14 .  Transfer  the  position  of  an  engineering  assistant  from 
the  highway  division  to  the  commissioner's  office  and 
include  the  salary  in  the  budget  of  the  commissioner's 
office.   (Sec.  10c) 

15.  Develop  plans  for  installing  and  conducting  additional 
employe  training  courses  within  the  department  and 
assign  duties  and  responsibilities  to  department 
personnel  for  carrying  out  these  plans.   (Sec.  lib) 

16.  Establish  suitable  standards  to  be  used  in  all  depart- 
mental examinations,  oral  and  written,  for  qualifying 
and  promoting  or  transferring  employes  of  the  depart- 
ment to  other  positions  and  devise  a  system  for  the 
enforcement  of  these  standards.   (Sec.  lie) 

17.  Study  further  the  whole  question  of  allowing  compen- 
satory time  off  or  paying  wages  for  overtime  worked 
and  develop  a  plan  for  consistant  policy  among  the 
divisions.   (Sec.  lie) 

18.  Study  further  the  overtime  policies  in  effect  and  work 
out  a  better  arrangement  with  respect  to  overtime 
allowed,  for  regular  shift  employes.   (Sec.  lie) 

19.  Establish  definite  allowances  for  sick  leave,  com- 
parable to  those  established  for  vacations,  and 
describe  more  clearly  the  discretionary  powers  of  the 
commissioner  in  granting  extensions  of  sick  leave 
with  a  view  to  achieving  reasonable  uniformity  in 
policies  and  practices.   (Sec.llg) 

20.  Determine  whether  or  not  the  effective  administration 
of  workmen's  compensation  laws  requires  that  a  work- 
men's compensation  agent  be  appointed  for  handling 
such  matters  exclusively  with  respect  to  employes  of 
the  transit  department.   (Sec.  12c) 
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21.  Have  the  commissioner  of  public  work3  study,  or  cause 
to  be  studied,  the  advisability  of  appointing  one  or 
more  additional  workmen's  compensation  agents  with  a 
view  to  assuring  the  uninterrupted  operation  of  the 
workmen's  compensation  service  and  submit  the  findings 
to  the  appointing  authority  for  disposition.   (Sec.. 12c) 

22.  Have  the  commissioner  of  public  works  initiate  such 
action  as  may  be  necessary  to  clarify  the  relation- 
ships, authorities,  duties,  and  responsibilities  of 
the  mayor,  state  officials,  commissioner  of  public 
works,  and  the  workmen's  compensation  agent  in  connec- 
tion with  the  operation  of  the  workmen's  compensation 
service.   (Sec.  12c) 

23.  Establish  policies  and  prescribe  procedures  to  provide 
for  the  review  and  approval  by  the  workmen's  compensa- 
tion agent  of  all  payments  of  claims  under  the  work- 
men's compensation  laws.   (Sec.  12c) 
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PUBLIC  WORKS  DEPARTMENT 
GENERAL  ORGANIZATION,  CENTRAL  OFFICE 
AND  MISCELLANEOUS  PROCEDURES 


!■   Introduction 

The  department  of  public  works,  established  in  1911,  is 
one  of  the  largest  departments  of  the  City  of  Boston.   The  commis- 
sioner of  public  works  heads  the  department  and  is  responsible  for 
the  administration  of  its  many  public  services  Including  refuse 
collection  and  disposal,  street  cleaning,  bridge  maintenance  and 
operation,  ferry  maintenance  and  operation,  the  Sumner  tunnel,  high- 
way construction  and  maintenance,  the  water  distribution  system, 
sewer  construction  and  maintenance,  street  signs,  and  street  lighting. 
The  commissioner  of  public  work3  is  required  to  be  a  civil  engineer 
of  recognized  standing.   The  department  employs  about  25OO  people 
and  spent  over  $13 > 000, 000  in  19^7- 

2.   Scope  of  Report 

The  public  works  department  consists  of  five  principal 
divisions  and  a  central  office.   Studies  were  made  and  reports  sub- 
mitted on  each  of  the  five  divisions.   In  the  case  of  the  highway 
division,  a  separate  report  was  made  on  the  equipment  service  unit 
making  a  total  of  six  reports  submitted  covering  all  division  opera- 
tions except  for  certain  activities  which  cut  across  more  than  one 
division. 

This  report  deals  with  the  general  organization  of  the 
department,  the  central  office,  and  the  various  activities  that  cut 
across  division  lines  such  as  accounting,  engineering,  district 
yards,  and  personnel  practices.   To  make  the  report  complete,  some 
of  the  major  recommendations  covering  organization  matters  of  the 
several  divisions  are  repeated  herein. 

Some  of  the  discussion  in  this  report  extends  well  beyond 
the  public  works  department  and  the  recommendations  affect  the 
operations  of  other  City  departments.  For  example,  engineering 
services  are  discussed  on  a  City-wide  basis. 

The  numbers  of  employes,  the  annual  payroll  cost,  the 
expenditures  for  192* 7 >    and  the  number  of  the  report  on  each  of  the 
several  units  of  the  department  are  as  follows: 
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Report 
No. 

13 

8 

9 
10 

6 

11 


2 
1 


Unit 

General  organization,  central 
office,  and  misc.  procedures 
Requisitioning,  contracting, 

and  storeskeeping 
Water  division 
Sewer  division 
Sanitary  division 
Highway  division 

Maintenance  and  constr. 

Street  lighting 

Snow  removal 
Equipment  service  of 

the  highway  division 
Bridge  and  ferry  division 

Bridge  service 

Ferry  service 

Tunnel  service 

Totals 


Annual 

No.    of 

Payroll 

1947 

Empl.* 

Cost* 

Expenditures 

14 

$        55,600 

$          38,125 

436 

1,126,158 

1,613,357 

244 

686,498 

1,421,652 

934 

2,289,332 

4,364,740 

423 

1,092,458 

- 

- 

mm 

2,986,671 

- 

- 

1,057,321 

- 

- 

650,443 

93 

244,249 

- 

l 

6,500 

_ 

219 

507,740 

747,164 

77 

180,436 

312,634 

98 

243,636 

395,060 

2539     $6,432,607  $13,587,167 


*  The  number  of  employes  is  shown  as  of  the  date  that  the  in- 
dividual studies  were  made  and  the  annual  payroll  cost  is  based  on 
the  rate  of  expenditure  as  of  this  same  date. 

3«   Functions  and  Activities  of  the  Public  Works  Department 

a •  General ;   The  public  works  department  performs  a  number 
of  essential  public  services  through  its  five  maintenance  and  opera- 
ting divisions.   It  is  responsible  for  the  administration  of  the 
water  system,  the  sewer  system,  public  highways  and  sidewalks, 
bridges,  ferries,  tunnels,  the  collection  and  disposal  of  garbage 
and  refuse,  the  cleaning  of  streets,  the  lighting  of  streets,  and 
snow  removal  from  the  public  ways.   In  carrying  out  these  broad 
functions  the  several  divisions  engage  in  a  great  many  activities. 

b.  Water  Division;   The  water  division  is  responsible  for 
all  water  utility  operations  except  for  the  supply  of  water  and  the 
receipt  of  payments  from  water  billings.   The  metropolitan  water 
board  furnishes  water  to  the  City  through  several  connections  to  the 
distribution  system  near  the  outer  limits  of  the  City.   The  payments 
for  water  billings  are  received  by  the  collector's  office.   The 
activities  of  the  division  include: 
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Constructing  and  maintaining  mains,  hydrants,  and  valves. 

Constructing  and  maintaining  services  to  the  property  line. 

Installing  and  maintaining  meters. 

Manufacturing  valves  and  hydrants. 

Doing  engineering  work  in  connection  with  the  water  system. 

Installing  and  servicing  public  water  fountains. 

Preparing  water  bills. 

Keeping  records  of  operations,  expenditures,  and  revenues. 

Enforcing  the  payment  of  delinquent  accounts. 

Stocking  materials  and  supplies. 

c.  Sewer  Division:   The  sanitary  sewage  and  surface  water 
drainage  of  the  City  of  Boston  are  discharged  into  the  waters  of 
the  Boston  Harbor  through  three  sewerage  systems.   These  are  the 
Boston  main  drainage  system,  the  north  metropolitan  system,  and  the 
south  metropolitan  system.   The  disposal  of  sewage  from  areas  with- 
in the  north  and  south  metropolitan  systems  is  a  responsibility  of 
the  metropolitan  district  commission.   The  collection  of  sewage 
wastes  in  the  City  of  Boston  and  the  disposal  of  such  wastes  in  the 
Boston  main  drainage  system  are  responsibilities  of  the  City. 

The  sewer  division  of  the  public  works  department  has  the 
duties  of  discharging  the  responsibilities  of  the  City  in  connection 
with  the  disposal  of  household,  commercial,  and  industrial  liquid 
wastes  and  storm  water  run-off  for  the  protection  of  public  health 
and  for  the  convenience  of  the  community.   The  activities  of  the 
division  include: 

Constructing  and  maintaining  storm  and  sanitary  sewers. 
Constructing,  maintaining,  and  cleansing  catch  basins. 
Operating  the  intercepting  sewer  system. 
Maintaining  and  operating  pumping  stations. 
Maintaining  and  operating  the  four  storage  reservoirs. 
Performing  its  own  engineering  except  for  outside 

consultation  on  heavy  construction. 
Testing  certain  materials  for  the  public  works  department. 
Keeping  records  of  operations  and  expenditures. 
Blueprinting  for  the  several  divisions. 
Stocking  materials  and  supplies. 
Manufacturing  flood  gates. 

d.  Sanitary  Division:   The  sanitary  division  is  responsible 
for  refuse  and  garbage  collection  and  disposal  and  street  cleaning 
for  the  City  of  Boston.   The  activities  of  the  division  include: 

Collecting  garbage  and  refuse  with  day  labor  forces. 
Supervising  the  contracts  for  collecting  garbage  and  refuse. 
Maintaining  and  servicing  curb  catch-all  boxes. 
Supervising  loading  of  refuse  on  scows. 
Supervising  the  contract  for  the  disposal  of  refuse. 
Performing  shop  services  for  the  public  works  department. 
Keeping  records  of  operations  and  expenditures. 
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e.  Highway  Division:   The  highway  division  is  responsible 
for  the  maintenance  of  pavements  and  sidewalks,  street  lighting, 
snow  removal,  and  automotive  equipment  maintenance  for  the  depart- 
ment of  public  works.   The  activities  of  the  division  include: 

Doing  engineering  work  for  pavements  and  sidewalks. 

Supervising  construction  work  done  by  contract. 

Supervising  maintenance  work  done  by  contract. 

Maintaining  pavements  and  sidewalks. 

Supervising  the  contract  for  street  lighting  service. 

Removing  snow  from  the  public  ways. 

Maintaining,  garaging,  and  servicing  of  all  automotive 

equipment  for  the  department . 
Keeping  records  of  operations  and  expenditures. 
Stocking  materials  and  supplies. 

f.  Bridge  and  Ferry  Division:   The  bridge  and  ferry 
division  is  responsible  for  the  various  public  services  in  connec- 
tion with  bridges,  ferries,  and  tunnels.   The  activities  of  the 
division  include: 

Designing,  constructing,  and  maintaining  bridges. 

Operating  movable  bridges. 

Operating   the   fej?ry   service. 

Maintaining  the  ferry  boats. 

Maintaining  and  operating  the  Sumner  Traffic  Tunnel. 

Doing  engineering  work  for  its  own  division,  the  public 

works  department,  and  other  City  agencies. 
Collecting  fees  for  ferry  and  tunnel  service. 
Keeping  records  of  operations  and  expenditures. 

4.   Present  Plan  of  Organization 

"'  *  ■■■■"'■  —'■  ■  ■ '  — —  -  ■■— —  ■  ■ —  ■— •*■  -  ~ 

For  administrative  purposes  the  functions  and  activities 
of  the  department  of  public  works  are  divided  among  five  principal 
divisions  and  a  central  office  as  follows: 

Commissioner  of  public  works 


Central  office 

Water  division 

Sewer  division 

Sanitary  division 

Highway  division 

Bridge  and  ferry  division 


An  equipment  service  unit  is  organized  under  the  highway 
division  but  in  actual  practice  this  unit  is  given  a  considerable 
amount  of  supervision  by  the  commissioner  of  public  works.   This 
unit  has  recently  undergone  extensive  reorganization  and  it  is  to 
be  expected  that  the  commissioner  would  spend  a  disproportionate 
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amount  of  time  on  equipment  matters.   The  results  that  are  being 
obtained  in  better  service  reflect  the  attention  that  is  being 
given  to  the  unit  by  the  commissioner. 

Each  of  the  five  divisions  functions  more  or  less  as  an 
independent  unit.  Engineering,  for  example,  is  organized  on  a 
division  basis  and  each  engineering  unity  within  the  public  works 
department  is  independent  of  other  engineering  units.   The 
divisions  keep  their  own  records  of  operations,  accounts  of 
expenditures,  and  handle  their  own  payrolls.  Very  little  manage- 
ment control  is  exercised  by  the  central  office  other  than  the 
general  supervision  given  by  the  commissioner.   In  consideration  of 
the  absence  of  such  management  controls,  it  is  believed  that  the 
commissioner  is  doing  an  unusually  good  job.   His  supervision  is 
by  direct  and  frequent  personal  conferences,  field  inspection  tours, 
and  by  telephone  calls.   Of  necessity,  he  must  depend  heavily 
upon  the  information  furnished  to  him  by  his  division  heads. 

With  respect  to  the  grouping  of  major  activities  the 
present  organization  is  good.  However,  the  divisions  function 
somewhat  too  independently  for  the  City  to  gain  the  advantages  of 
grouping  these  activities  within  a  single  department t   The  several 
management  facilitating  services  should  be  handled  on  a,  department 
basis. 

For  example,  most  of  the  records  and  accounts  now  kept  by 
the  division  offices  should  be  kept  in  a  central  office.   Only 
those  records  that  are  vital  to  the  administration  of  day-to-day 
operations  should  be  kept  by  the  operating  divisions. 

Even  though  maintenance  of  equipment  is  centralized,  the 
control  of  equipment  is  largely  on  a  division  basis.   There  is  no 
department  engineering  force  and  the  commissioner,  therefore,  loses 
a  great  deal  from  the  lack  of  needed  staff  assistance  and  advice  on 
t  e  chni  ca 1  pr  ob lems . 

Cost  records  are  meager  but  such  as  do  exist  are  kept 
under  the  divisions  rather  than  under  the  commissioner. 

Field  operations  are  divided  among  a  large  number  of 
district  offices  each  organized  on  a  division  basis  and  with  very 
limited  coordination  in  the  use  of  the  facilities.   The  various 
district  areas  of  the  several  divisions  are  not  generally  congruous. 
For  example,  there  are  16  districts  for  the  administration  of  refuse 
collection,  14  for  street  cleaning,  11  for  paving,  4  for  water,  5 
for  sewer  maintenance  and  3  for  sewer  engineering. 

5.   Proposed  Plan  of  Organization 

For  reasons  of  economy  and  efficiency,  it  is  recommended 
that  certain  changes  be  made  in  the  organization  of  the  department 
of  public  works.   A  suggested  plan  of  organization  follows: 
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Commissioner  of  Public  Works 

Administrative  and 

Pacilitative  Operating 

Divisions  Divisions 


Administrative  services     Water 

Engineering  Sewer 

Equipment  Sanitation 

Highways 
Bridges  and  ferries 

Under  the  proposed  plan  of  organization,  the  commissioner 
of  public  works  would  have  five  principle  operating  divisions  as  he 
has  at  present.   However,  these  operating  division  heads  would  be 
relieved  of  much  of  their  present  administrative,  technical,  and 
detail  work  leaving  more  of  their  time  for  supervision  of  opera- 
tions.  As  the  equipment  division  services  all  operating  divisions, 
it  is  recommended  that  it  be  officially  recognized  as  an  independent 
division.   Complete  separation  from  the  operating  units  is  desirable 
rather  than  continuing  on  the  present  plan  of  borrowing  staff  from 
budgeted  divisions.   Equipment  management  is  treated  in  more  detail 
elsewhere  in  this  report. 

A  major  change  is  recommended  in  the  centralization  of 
the  several  engineering  services  of  the  City.   The  operating 
departments  should  retain  only  those  engineering  positions  that  are 
assigned  to  operating  activities.   All  design,  construction,  and 
survey  work  should  be  transferred  to  the  proposed  engineering 
division.   Such  work  now  performed  by  the  street  laying-out 
department,  and  the  engineering  units  in  the  several  divisions  of 
the  public  works  department  should  be  included  in  the  proposed 
division  of  engineering. 

Further  study  should  be  made  of  other  engineering  units 
of  the  City  that  were  not  included  in  the  scope  of  work  handled 
by  the  authors  of  this  report  to  determine  which  should  be  trans- 
ferred to  the  consolidated  unit.   More  is  said  of  centralized 
engineering  elsewhere  in  this  report.. 

Another  major  change  recommended  is  the  creation  of  a  new 
division  of  administrative  services  in  which  would  be  centralized 
such  activities  as  most  of  the  recordkeeping  and  cost  accounting, 
personnel  services,  and  whatever  timekeeping  and  payroll  activities 
that  arc  assigned  to  the  department,   The  proposed  division  of 
administrative  services  would  replace  the  present  central  office. 
The  commissioner  of  public  works  should  look  to  this  division  for 
day-to-day  analysis  of  operating  records.. 
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The  proposed  division  of  administrative  services  should 
be  headed  by  a  professional  engineer  with  administrative  ability 
who  would  serve  as  a  staff  advisor*  to  the  commissioner  on  all 
administrative  matters.   Other  facilitating  services  should  be 
centralized  in  this  division  such  as  mimeographing,  photostating, 
blueprinting,  and  messenger! 

A  number  of  recommendations  have  been  made,  in  the 
several  reports  on  the  public  works  department,  concerning  further 
improvements  in  the  organization  of  the  individual  divisions.   Apart 
from  the  recommendations  made  in  these  reports  on  the  several 
divisions,  there  should  be  a  transfer  of  the  facilitative  service 
activities  of  the  several  divisions  to  the  proposed  division  of 
administrative  services. 

6.   Engineering  Services 

a.   Present  Organization  of  Engineering  Services:   The 
engineering  services  of  the  City  of  Boston  are  organized  largely 
in  parallel  with  the  several  operating  agencies.   Each  department 
or  division  of  a  department  is  usually  serviced  by  an  engineering 
staff  within  its  own  organization  structure.   For  example,  within 
the  department  of  public  works  the  divisions  of  water,  sewer,  high- 
way, and  bridges  and  ferries  each  has  its  own  engineering  staff. 

The  engineering  requirements  of  the  City  are  largely  for 
construction  work. and,  therefore,  vary  widely  from  year  to  year. 
When  a  large  construction  program  is  pending  for  a  division,  heavy 
demands  are  made  of  its  engineering  staff.   On  the  other  hand, 
during  periods  of  low  construction,  there  may  be  little  work  to  be 
done  within  the  requirements  of  the  division. 

To  meet  this  condition,  some  of  the  engineering  units 
perform  engineering  services  for  other  divisions  within  the  depart- 
ment of  public  works  and  also  for  other  City  departments.   For 
example,  the  engineering  staff  in  the  bridge  and  ferry  division 
designs  buildings  and  other  structures  for  all  City  agencies. 

The  numbers  of  engineers  and  others  working  within  the 
engineering  units  and  of  blueprinting  and  testing  laboratory  work 
of  the  three  departments  of  the  City  at  the  time  the  studies  were 
made  by  the  authors  of  this  report  wore  approximately  as  follows: 


District  No. 

1 

District  No. 

2 

District  No. 

3 

Engineer  of  1 

maintenance 

Engineer  of  i 

design 

Construction 

inspection 

Testing  laboratory 

Blueprinting 

Sanitary  division 

Highway  division 

Design  and  e 

st  imat  ing  » 

Construction 

section 
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Engineers,  draftsmen,  transit' 
Unit  men,  inspectors,  and  aids 

Public  works  department 

Water  division  10 

Sewer  division 

m 

13 
11 

3 

6 

11 

5 

2 

0 
section  15 

clO 

Patch  paving  section  3 

Inspection  section  28 
Bridge  and  ferry  division 

Bridge  section  13 

Street  laying-out  department  k'J 

Park  department  11 

Total  218 


Included  in  this  tabulation  are  various  inspectors,  rodmen, 
transitmen,  draftsmen,  engineers,  testing  laboratory  and  blueprinting 
staff,  and  aids.   The  list  is  presented  to  show  only  the  size  and 
distribution  of  the  staff  doing  engineering,  inspection,  and  labora- 
tory work.   The  218  positions  are  scattered  among  16  different 
operating  units.   It  is  believed  that  the  bulk  of  these  positions 
could  be  grouped  advantageously  within  the  proposed  division  of 
engineering  in  the  public  works  department .  However,  some  of  these 
positions  are  assigned  to  operating  duties  and  should  remain  as 
they  are.  The  consolidation  of  these  positions  should  be  planned 
with  care  to  avoid  stripping  operating  agencies  from  needed  tech- 
nical assistance  for  operating  duties. 

It  is  reported  that,  prior  to  1909*  there  were  two 
engineering  organizations  serving  the  City  of  Boston,  one  under  the 
City  engineer  and  the  other  under  the  City  surveyor.   The  current 
functions  and  activities  of  the  engineering  division  of  the  street 
laying-out  department  include  many  of  the  engineering  matters 
formerly  divided  between  these  two  offices.  However,  as  desirable 
and  advantageous  as  this  partial  consolidation  has  been,  there  are 
many  additional  benefits  attainable  by  providing  even  greater 
consolidation. 


-15- 


One  of  the  principal  functions  of  the  proposed  engineering 
division  would  be  that  of  servicing  the  public  works  department. 
It  would,  therefore,  seem  that  the  coordination  needed  can  be 
accomplished  best  by  locating  the  division  within  the  public  works 
department.  Also,  there  is  an  occasional  demand  on  the  part  of 
operating  officials  for  engineering  information  that  can  be  best 
furnished  by  another  division  within  the  same  department.   Other- 
wise the  tendency  is  strong  toward  developing  engineering  staffs 
within  the  operating  divisions. 

One  of  the  duties  of  the  department  of  public  works  will 
be  the  planning  and  programming  of  public  works  activities.   It  is 
difficult,  if  not  impossible,  to  separate  such  planning  and  pro- 
gramming from  engineering.   It  is  necessary  to  know  the  limitations 
and  progress  in  the  engineering  forces  so  as  to  program  the  con- 
struction work.  Also,  it  is  highly  desirable  that  the  engineers 
who  are  familiar  with  the  various  construction  needs  participate 
directly  in  the  planning  for  such  needs.   The  commissioner  of 
public  works  should  look  to  the  City  engineer  as  his  planning 
advisor. 

It  is  desirable  that  the  engineering  unit  be  supervised 
by  someone  who  has  broad  knowledge  of  City  operations  and  who  is 
also  a  professional  engineer    in  his  own  right.   The  qualifica- 
tions of  the  commissioner  of  public  works  are  such  that  he  should 
be  able  to  competently  furnish  general  supervision  to  the  proposed 
engineering  division. 

It  is  pointed  out  by  the  authors  of  this  report  that  no 
attempt  is  made  herein  to  determine  which  engineering  units  in  the 
City  organization  should  be  included  in  the  proposed  division  of 
engineering  except  that  most  of  the  engineering  now  performed  by 
the  departments  of  street  laying-out,  public  works,  and  parks 
should  be  included.   The  conclusions  reached  and  the  recommendations 
made  are  based  upon  the  analysis  made  of  those  agencies  of  the  City 
government  studied  by  Griff enhagen  &  Associates.   It  is  believed 
that  such  studies  cover  most  of  the  important  engineering  units 
contained  within  the  general  City  government;  but  it  is  recommended 
that  other  engineering  units  be  analyzed  to  determine  which,  if 
any,  should  be  consolidated  with  the  proposed  division  of 
engineering  in  the  public  works  department . 

b.   Advantages  of  Consolidating  Engineering  Services:  A 
considerable  amount  of  professional  and  technical  supervision  is 
necessary  for  all  types  of  engineering  work  and  the  quality  of  such 
work,  to  a  very  large  extent,  reflects  the  ability  of  the  chief 
engineer.   It  should  be  expected  that  the  City  would  be  able  to 
employ  as  City  engineer  a  person  of  broad  experience  and  vision 
with  ability  to  plan  and  supervise  professional  engineering  work. 
A  higher  degree  of  skill  should,  therefore,  be  available  for  such 
supervision  than  would  be  possible  under  the  existing  organization 
of  scattered  engineering  units. 
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A  higher  degree  of  specialization  is  possible  with  a 
greater  volume  of  work  under  one  engineering  organization. 
Specialists  could  be  developed  in  each  field  but  these  engineers  in 
turn  could  be  assigned  where  the  work  needs  were  greatest.   For 
example,  a  person  should  be  developed  who  would  carry  the  heavy 
responsibilities  for  sewer  design,  but  when  such  work  is  at  a  low 
ebb  this  person  might  be  assigned  other  engineering  duties  wherein 
he  would  work  under  the  supervision  of  other  specialists. 

The  larger  organization  that  would  result  through  this 
consolidation  would  also  be  a  more  flexible  organization  whose 
efforts  could  be  directed  towards  the  most  urgent  problems.   Under 
such  a  plan  the  engineering  forces  would  largely  be  working  on 
immediate  needs  rather  than  attempting  to  fill  in  their  time  on 
possible  future  needs.   The  larger  organization  also  would  provide 
for  greater  flexibility  of  staff  assignments  among  the  various 
seasons  of  the  year. 

Certain  of  the  present  engineering  staffs  service  other 
engineering  units,  which  necessitates  a  considerable  amount  of 
coordination  of  work.  For  example,  the  street  laying-out  depart- 
ment furnishes  street  lines  to  other  City  agencies  and  also 
establishes  the  grades  for  pavements,  leaving  the  balance  of  the 
engineering  work  for  the  highway  division  of  the  public  works 
department .  All  of  this  work  could  be  handled  more  efficiently 
under  a  single  engineering  organization. 

Each  engineering  unit  usually  requires  such  services  as 
simple  drafting,  testing  laboratory  facilities,  instrument  repair 
work,  and  recordkeeping.   These  services  can  be  performed  more 
effectively  and  at  less  cost  for  a  single  organization  than  for  a 
number  of  engineering  units. 

A  large  amount  of  special  knowledge  is  acquired  by  members 
of  an  engineering  force  over  a  long  period  of  years.   It  is  not 
possible  to  reproduce  all  of  this  knowledge  in  the  form  of  maps  and 
drawings.   Special  knowledge  of  the  physical  plant,  which  to  a  large 
extent  is  hidden  from  view,  such  as  water  and  sewers,  and  the 
peculiarities  and  unusual  conditions  that  have  been  found  over  a 
period  of  years  are  important  considerations  in  any  plan  for  recon- 
struction or  additions.   It  is,  therefore,  desirable  to  furnish, 
insofar  as  it  is  practicable  to  do  so,  continuous  employment  for 
the  highly  skilled  engineering  positions.   Where  engineering  is 
divided  among  small  units,  the  City  is  either  unable  to  employ  the 
high  skills  needed  for  short  periods  of  time  or,  if  it  is  successful 
in  recruiting  a  competent  staff,  it  is  likely  that  members  will  be 
lost  during  periods  of  low  construction.   The  consolidation  of  all 
engineering  work  within  a  single  organization  unit  tends  to  level 
out  those  peaks  and  provide  for  continuous  employment.   For  example, 
it  is  not  uncommon  to  launch  a  major  construction  program  for  a 
water  system  and  after  a  period  of  two  or  three  years  such  con- 
struction may  fall  off  to  practically  nothing.   Sewer  and  paving 
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construction work  can  usually  be  planned  and  programmed  in  such  a 
manner  as  to  balance  the  engineering  work,  not  only  over  the  various 
months  of  the  year  but  also  over  a  number  of  years.  For  the  same 
workload,  it  should  require  fewer  engineers  under  the  central  or- 
ganization plan  than  under  decentralized  engineering  units.   Sub- 
stantial savings  should  result  from  higher  skills  in  the  super- 
visory positions,  more  efficiency  through  greater  specialization 
in  design  and  drafting  work,  and  a  more  constant  workload  making 
it  unnecessary  to  carry  engineers  through  periods  of  low  engineering 
needs. 

c .   Proposed  Organization  for  Engineering  Division :  A 
suggested  plan  is  submitted  herewith  for  organizing  the  engineering 
services  of  the  City  of  Boston  within  a  single  unit  in  the  public 
works  department.   This  organization  will  vary  somewhat  according 
to  the  extent  of  consolidation  effected: 

City  engineer 

Administrative  assistant 

Contracts  (specifications,  awarding  bids,  etc.) 

Engineering  records 

Testing  laboratory 
Engineer  of  surveys 
Engineer  of  design 

Bridges 

Paving 

Sewers 

Water 
Engineer  of  construction 

Field  engineering 

Inspection 

The  City  engineer  should  be  a  man  of  broad  experience 
with  high  professional  skills  and  ability  to  plan  and  supervise 
professional  engineering  work.   It  is  recommended  that  a  position 
entitled  "administrative  assistant"  be  placed  on  his  staff  to 
advise  the  City  engineer  on  all  matters  outside  of  professional 
engineering  considerations.  A  comprehensive  system  of  engineering 
records  should  be  established.   Such  records  would  include  survey 
books  and  notes,  maps,  records  of  monuments  and  bench  marks,  and 
other  data  that  has  permanent  value.   It  is  suggested  that  the 
blueprinting  service  for  the  'City  be  handled  on  a  centralized  basis 
and  under  the  supervision  of  the  division  of  administrative 
services.   It  is  recommended  elsewhere  in  this  report  that  a 
testing  laboratory  be  established  to  service  the  public  works  de- 
partment and  other  City  departments  as  needed.  As  there  will  be 
need  for  a  considerable  amount  of  coordination  between  the  City 
engineer's  office  and  the  testing  laboratory,  it  is  recommended 
that  the  laboratory  be  placed  under  the  general  supervision  of  the 
administrative  assistant.   On  questions  of  research  and  matters  of 
technical  consideration,  the  City  engineer  would  deal  directly  with 
the  head  of  the  laboratory. 
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It  is  suggested  that  the  engineering  phases  of  the  divi- 
sion be  organized  under  three  main  sections  -  construction,  design, 
and  surveys.   Each  of  these  sections  would  be  further  subdivided 
according  to  the  needs  of  the  City. 

A  position  entitled  "engineer  of  construction"  should  be 
created  to  have  responsible  charge  of  all  construction  activities 
including  the  inspection  thereof.  As  soon  as  a  contract  is  let, 
the  job  would  be  turned  over  to  the  engineer  of  construction  who 
would  carry  it  on  to  completion.   He  would  have  a  number  of 
engineering  survey  parties  who  would  lay  out  the  work  including 
water,  sewer,  or  paving  and  would  also  have  the  various  types  of 
inspectors  needed  to  handle  the  material  and  general  inspection 
activities.   The  normal  duties  of  this  section  would  be  comparable 
to  those  of  the  resident  engineer  assigned  to  construction  work. 

It  would  appear  desirable  to  organize  the  proposed 
engineering  division  on  a  functional  basis,  as  recommended,  and 
thereby  bring  together  all  matters  of  design  under  a  newly  created 
position  entitled  "engineer  of  design."  It  is  recognized  that  a 
great  many  different  skills  are  required  in  carrying  out  the  design 
of  such  facilities  as  water,  sewer,  paving,  bridges,  tunnels, 
pumping  stations,  and  the  like.   The  design  work  should  be 
organized  on  a  specialty  basis  with  certain  engineers  charged  with 
responsibility  for  supervising  each  type  of  design.  For  example, 
there  would  be  a  design  engineer  in  charge  of  paving,  another  in 
charge  of  sewers,  and  another  in  charge  of  water  mains.   The 
engineer  of  design  would  look  to  each  of  these  employes  to  furnish 
the  skill  needed  within  their  specialty.  However,  in  general,  it 
would  probably  be  undesirable  to  assign  more  than  one  engineer  to 
any  special  field.   Except  for  the  supervisors,  the  engineering 
staff  should  be  on  a  flexible  basis  available  for  assignment  to 
the  various  activities  as  needed.  After  a  period  of  time,  certain 
engineers  usually  demonstrate  greater  interest  and  higher  skills 
in  certain  fields  than  in  others  and  the  supervisor  should  take 
advantage  of  this  interest  and  skill. 

It  is  proposed  that  the  normal  survey  work  required  of 
the  City  engineering  department  be  organized  as  a  separate  section. 
A  large  part  of  this  work  which  is  now  performed  by  the  street 
laying-out  department  should  be  transferred  to  this  section.   The 
responsibilities  of  the  section  would  include  laying  out  and 
establishing  all  street  lines,  surveying  public  property,  and  in 
general  furnishing  such  survey  service  as  is  needed  by  the  City  of 
Boston.  This  unit  would  coordinate  its  work  with  the  needs  of  the 
construction  section  so  as  to  avoid  any  duplication  of  effort. 
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7.  Testing  Laboratory 

No  provision  is  made  for  a  central  testing  laboratory  for 
the  public  works  department  or  for  the  City.   The  sewer  division 
has  a  small  testing  laboratory  that  is  used  for  making  some  of  the 
material  tests  for  the  sewer  and  paving  divisions.   Some  of  the 
paving  division  testing  is  done  by  the  state  highway  department. 
The  water  division  sends  its  own  inspectors  to  foundries  to  inspect 
castings.  However,  the  testing  service  in  general  is  lacking  and 
inadequate.   Little,  if  any,  organized  research  is  carried  on  to 
determine  the  relative  merits  of  various  specifications  and  materials 
purchased. 

It  would  seem  that  a  central  testing  laboratory  is 
desirable  for  the  public  works  department  and  its  operations  should 
be  under  the  general  supervision  of  the  proposed  engineering  division, 
It  is  probable  that  the  laboratory  could  be  used  to  service  the 
needs  of  other  City  departments  and  further  study  should  be  made  to 
determine  the  extent  of  such  needs.   Consideration  should  be  given 
to  the  testing  needs  of  the  purchasing  agencies  of  the  City. 

The  various  research  and  testing  needs  of  the  highway 
division  would  probably  be  the  heaviest  demands  upon  the  proposed 
testing  unit  and  for  that  reason  it  is  desirable  that  the  head  of 
the  laboratory  be  a  person  experienced  in  highway  materials  but 
capable  of  taking  over  broader  responsibilities. 

In  developing  the  broad  functions  and  activities  of  the 
proposed  testing  laboratory,  care  should  be  exercised  that  only 
those  duties  that  can  be  performed  by  the  City  effectively  be 
included.  For  example,  the  testing  of  foundry  castings  requires 
special  skills  and  equipment  and  it  is  usually  better  to  contract 
with  reputable  private  testing  laboratories  for  such  work  as 
specific  needs  arise. 

8.  District  Offices,  Yards,  and  Shops 

a.   General:   The  activities  of  the  public  works  depart- 
ment are  administered  through  a  large  number  of  widely  scattered 
districts.   The  highway  division  has  eleven  such  district  offices. 
The  water  division  has  four  and  the  sewer  division  is  organized  in 
five  geographic  areas.   The  sanitary  division  has  two  organizations, 
one  responsible  for  street  cleaning  and  one  for  refuse  collection. 
Street  cleaning  activities  are  administered  through  1H   district 
areas  and  refuse  collection  services  are  organized  under  16  district 
areas. 

The  districts  used  by  the  several  divisions  are  in 
general  not  congruous.   In  some  instances  the  administrative  offices 
of  two  or  more  of  the  divisions  are  placed  on  one  location,  but  in 
general  they  are  operated  independently  of  each  other. 
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Similarly,  shop  services  are  scattered  among  the  various 
districts.  Whereas  most  of  the  shop  work  is  concentrated  at 
Albany  Street,  there  are  blacksmiths,  carpenters,  painters,  and 
others  assigned  to  various  other  districts. 

In  order  to  present  an  analysis  of  the  district  office  and  ' 
yard  operations,  the  various  locations  have  been  assigned  numbers 
to  identify  them  and  the  staffing  and  use  of  these  locations  are 
tabulated.   These  locations  represent  field  offices  used  for 
district  area  supervision.   In  addition,  there  are  shops  and  other 
services  located  at  the  sewage  pumping  station  and  also  in  the 
bridge  and  ferry  division.   Following  is  tabulated  the  general 
location  of  each  district  area  and  the  number  assigned  for  identi- 
fication purposes. 

Identification 
Location  Number 

Chariest  own  -  Rutherford  Ave.  1 

E.  Boston  -  E.  Eagle  St.  2 

City  Proper  -  Battery  Wharf  3 

Brighton  -  Western  Avenue  k 

South  End  -  388  Albany  St.  5 

South  End  -  650-710  Albany  St.  (plus  scow)  6 

Southampton  St .  7 

Brighton  -  Chestnut  Hill  Ave.  8 

Roxbury  -  Ritchie  St.  9 

Jamaica  Plain  -  Child  St.  10 

Dorchester  -  Hancock  St.  11 

W.  Roxbury  -  Walter  St.  12 

Dorchester  -  Gibson  St.  13 

Dorchester  -  Matthew  St.  I2* 

W.  Roxbury  -  Moreland  St.  15 

Hyde  Park  -  Dana  Ave.  16 

Fort  Hill  Scow  17 

Victory  Road  Scow  18 

Ward  St.  salt  bin  19 


b.   District  Offices  and  Yards:   The  several  divisions 
use  the  locations  for  office  and  yard  purposes  as  shown  in  the 
following  tabulation: 
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Divlslon  and  Activity 

Location  Sanitary       "'"       Water      Sewer     Highway 

Number        Street  CI.      Refuse        Dlv .        Div .          Div . 

1  0  0  OY 

2  OY  OY  - 

3  OY  OY  - 
H  OY  OY      OY 

5 

6  OY  OY      OY 

7  r 

8  * 

9  OY 

10  -  OY  OY 

11  OY  - 

12  0  0- 

13  OY  OY  OY 

14  - 

15  - 

16  OY  OY,  , 

17  -  .  o(a) 

18  -  0(a) 

19  OY  - 


0 

0 

OY 

OY 

OY 

0 

- 

OY 

OY 

- 

- 

OY 

«* 

Y 

ri> 

OY 

OY 

OY 

- 

OY 

- 

Y 

OY 

- 

- 

OY 

*» 

OY 

- 

OY 

(a)  Used  only  for  checking  scow  loadings 

Note:   "0"  used  to  show  that  location  is  used  for  office  only. 
"Y,!  used  to  show  that  location  is  used  for  yard  only. 
"OY"  used  to  show  that  location  is  used  for  office 
and  yard . 

It  is  apparent  that  a  program  should  be  worked  out  for 
consolidating  the  various  office  and  yard  locations  and  for  inte- 
grating the  work  so  as  to  reduce  the  needs  for  watchman  and  yard 
positions.   It  has  been  recommended  in  other  reports  in  this  series 
that  for  administrative  purposes  the  area  of  the  City  of  Boston  be 
divided  in  five  or  six  districts. 

By  increasing  the  present  sizes  of  districts,  reductions 
can  be  made  in  the  overhead  of  the  operating  divisions  as  well  as 
in  watchman  and  yardman  duties.   It  has  also  been  recommended  that 
the  several  district  areas  used  by  the  divisions  be  coterminous  so 
that  district  one,  for  example,  will  always  mean  the  same  area 
whether  it  be  concerned  with  water,  highway,  refuse,  or  sewer. 

Therearo  also  advantages  in  consolidating  these  district 
area  offices  in  recognized  permanent  locations  used  for  other 
purposes.   The  Albany  Street  area  is  an  example  of  this  type  of 
consolidation  although  the  arrangement  and  integration  of  building 
use  has  not  been  carried  out  to.  effect  economies.   Wherever  it  is 
possible  to  do  so,  it  would  be  advisable  to  concentrate  the  district 
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of flees  of  the  several  divisions  at  such  locations.   The  Ward 
Street  salt  bin  is  an  example  of  poor  location  from  an  administra- 
tive point  of  view  as  it  is  by  itself  and  requires  watchman  service. 

One  of  the  advantages  in  bringing  all  of  these  operations 
together  is  that  it  conserves  time  in  getting  to  the  job  in  the 
morning  and  in  getting  back  in  the  evening.   If  the  trucks  are 
stored  adjacent  to  the  yards  so  that  the  materials  can  be  loaded 
before  the  truck  leaves,  considerable  savings  are  effected  as 
compared  with  sending  the  truck  to  an  outside  yard  for  such  materials. 
In  the  sanitary  division  attention  should  be  directed  toward 
locating  office  and  yard  operations  adjacent  to  disposal  operations 
to  save  the  time  in  transit  of  the  truck  after  the  cart  load  is 
dumped . 

Some  of  the  locations  are  such  that  it  will  probably  be 
impossible  to  combine  present  use  with  any  other  uses.   The  special 
scow  service  at  Port  Hill  and  Victory  Road  may  be  examples  of  this 
condition. 

Another  advantage  in  combining  the  various  yards  in 
larger  district  areas  would  be  the  consolidation  of  material 
storage,  simplification  of  records,  and  better  control  of  supplies. 
A  single  stores  system  should  be  installed  at  each  location  to 
serve  all  of  the  divisions. 

It  is  estimated  that  the  savings  that  should  result  once 
the  consolidated  district  plan  is  put  into  effect  would  amount  to 
approximately  50  percent  of  the  total  payroll  shown  elsewhere  in 
this  report,  or  70  employes.   The  61  watchmen  could  probably  be 
reduced  to  less  than  half  this  figure.   Such  savings  are  in  addition 
to  the  savings  discussed  in  other  reports  on  the  improvements  that 
would  be  brought  about  in  the  administration  of  the  services. 

It  would  also  appear  that  there  are  certain  economies 
that  should  be  made  immediately  without  waiting  for  a  more  care- 
fully worked  out  plan  of  consolidation.   It  is  recommended  that 
the  three  watchman  positions  assigned  to  location  No.  3  be  eliminated 
as  this  area  should  be  locked  when  not  in  use  and  given  normal 
police  protection. 

Location  No.  5  is  the  small  office  used  by  the  highway 
division  with  a  limited  yard  operation.   This  entire  operation 
should  be  moved  to  Location  No.  6.   The  number  of  yardmen  presently 
assigned  to  Location  No.  6  appears  to  be  more  than  necessary  and 
should  be  reduced  from  ten  to  seven.   The  assignment  of  two  watch- 
men to  the  scow  loading  facilities  by  the  sanitary  division  does 
not  seem  warranted  and  it  is  believed  that  the  two  positions  can 
be  eliminated. 
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Further  study  should  be  given  to  the  possibility  of 
eliminating  location  No.  13  and  dividing  the  operations  between 
Districts  11  and  1H,    which  would  make  possible  the  elimination  of 
three  watchmen  and  two  yardmen. 

Location  No.  12  should  be  abandoned  and  the  operations 
assigned  to  location  10,  with  the  elimination  of  one  watchman. 

c#   Shop s :   In  the  following  tabulation  is  shown  the 
number  of  the  various  classes  of  positions  that  are  assignee!  to  the 
several  district  areas.   It  will  be  noted  that  there  are  61  watch- 
man positions  scattered  among  the  19  locations.  Also,  there  are 
25  yardman  positions.   The  21  blacksmiths  are  assigned  to  seven 
different  districts.  Eighteen  carpenters  are  assigned  among  eight 
districts.   In  addition  to  these  various  shop  operations  performed 
in  the  district  yards,  shop  work  is  also  handled  at  the  sewage 
pumping  station. 


Yard  and  Shop  Personnel  Assignments  to  District  Areas 

Location  12  3^5  6  7  8  9  10  11  12  13  U  15  16  17  18  19  Total 

Number 

■  — ''   '■ pi-  ■'  .'■■  1  ■  ■  'i .1 1 ■  ■ 1.1   I. .....  1 11 

Position 

Watchman  33333   10  333     63     133     23     2     13  61 

Yardman  1--1110   1116--21-----  25 

Blacksmith  - 115-1111----1---  21 

Carpenter  1---110~-12--11~1-.--  18 

Painter  --_-.-  5--  --.-„._  -__-_._  5 

Equip,  repairer  -----3-.--I   -  ^  -  1   -__   „   -  5 

Sheet  metal  ---.-.,2-----.-.----^--  2 

worker 

Upholsterer  --,--..-   !-,-«..-•   --•»..,..,..  1 

Brick  mason  -r-.---.2--r.--   ----------  2 

Wharfinger  ZZZZZ~Z~Z~      -    ,,-      -     -             ^_i_l_Z  1 

Totals  533^6  58  H   5   6  16     H     1     6     6     2     53     13  l2.! 


It  would  appear  that  substantial  savings  could  be  made  by 
bringing  all  shop  activities  together  in  one  location.   The  current 
practice  of  making  wooden  barricades  and  doing  similar  shop  work  in 
a  large  number  of  districts  is  undoubtedly  costly  to  the  City,   As 
recommended  in  another  report  in  this  series,  even  the  present 
grouping  of  the  several  shop  services  at  one  location  is  not 
effective  as  the  buildings  are  so  arranged  that  it  is  impossible  for 
anyone  to  supervise  the  work  properly.   The  shops  should  not  only 
be  consolidated  in  one  location  but  a  plan  should  be  developed  for 
integrating  the  various  shop  activities  so  that  they  can  be 
effectively  supervised,  that  there  can  be  a  single  but  good  stores 
system,  and  the  entire  operation  put  on  a  businesslike  basis.   It 
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has  been  estimated  in  another  report  in  this  series  that  the  console 
da t ion  of  such  shop  activities  should  result  in  savings  of  as  much 
as  50  percent  of  the  present  staff  assigned  to  shop  work.  Further 
studies  should  also  be  made  of  other  shop  activities  in  the  several 
departments  of  the  City  to  determine  which  should  be  consolidated 
in  one  location. 

It  is  not  recommended  that  every  shop  be  brought  under 
one  consolidated  operation.  For  example,  the  water  meter  shop  is 
more  like  an  operating  unit,  the  mechanics  are  usually  skilled  to 
do  certain  things  and  nothing  is  to  be  gained  by  bringing  these 
employes  together  within  a  single  shop  operation.   In  fact,  the 
operating  character  of  the  work  is  such  that  they  should  at  all 
times  be  directly  responsible  to  the  management  of  the  water 
division. 

d.   Building  Maintenance;   The  cleaning,  maintenance,  and 
repair  of  all  offices  of  the  department  of  public  works  in  the  Annex 
of  City  Hall  are  the  responsibilities  of  the  department  of  public 
buildings.   However,  it  was  said  that  the  floors  of  some  of  the 
central  offices  are  waxed  and  the  windows  washed  by  an  employe  of 
the  sanitary  division  to  supplement  other  routine  cleaning  opera- 
tions. 

All  other  offices  of  the  department  throughout  the  City 
are  cleaned,  maintained,  and  repaired  by  the  agency  using  the  office 
or  by  outside  contractors. 

It  is  impossible  to  determine  how  many  employes  and  how 
much  money  is  spent  on  building  maintenance  by  the  several  divisions 
of  the  public  works  department.  Various  employes  are  assigned  to 
building  maintenance  work  as  needed  and  each  division  handles  its 
own  maintenance  work.  There  are  a  number  of  employes  in  the  bridge 
and  ferry  division,  at  the  sewage  pumping  station,  and  other  loca- 
tions not  covered  in  the  tabulations  presented  herein  who  spend  a 
part  of  their  time  on  building  maintenance  work.   It  would  seem 
that  a  more  efficient  arrangement  could  be  developed  by  placing  all 
building  maintenance  under  the  supervision  of  a  single  agency.   This 
subject  is  discussed  in  another  report  in  this  series. 

9.   Equipment  Management 

Equipment  service  for  the  public  works  department  is 
handled  by  a  unit  within  the  highway  division  and  covered  in  another 
report  in  this  series.   No  appropriations  are  made  direct  to  the 
garage  service  but  instead  the  staffing  and  the  purchases  made  are 
authorized  and  paid  for  out  of  the  several  division  appropriations. 
The  garage  service  management,  therefore,  must  look  to  the  divisions 
for  all  of  its  funds. 
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An  attempt  has  been  made  to  apportion  the  cost  of  the 
garage  service  among  the  divisions  according  to  the  needs  of  the 
divisions.   The  charges  paid  by  the  several  divisions  for  labor  and 
materials  are  not  true  costs,  as  at  best  such  charges  are  only 
approximate  and  do  not  include  any  depreciation  expense.  At 
present  the  vehicles  are  assigned  permanently  to  the  divisions  and 
there  is  no  opportunity  for  pooling  the  equipment  except  as  c?,n  be 
done  by  the  individual  divisions. 

It  is  recommended  that  the  equipment  service  be  organized 
as  an  independent  division,  that  it  be  operated  as  a  revolving  fund 
or  revolving  account,  and  that  the  garage  assign  equipment  and 
recover  its  costs  on  a  rental  basis.   The  rental  rate  should  include 
all  repair  and  operating  costs  and  an  amount  for  replacement.   Over 
the  period  of  the  full  life  of  the  equipment  the  amounts  set  aside 
for  replacement  (depreciation  expense)  should  equal  the  original 
cost  of  the  equipment.   The  rates  should  be  adjusted  from  time  to 
time  so  as  to  keep  the  fund  solvent  but  not  to  make  a  profit. 

Many  advantages  will  accrue  to  the  City  by  establishing 
the  equipment  service  on  a  revolving  fund  basis  under  management 
independent  of  operating  units. 

(a)  The  pooling  of  equipment  makes  possible  better 
equipment  service  for  operating  agencies  with  fewer  total 
pieces  of  equipment.   It  is  not  suggested  that  equipment  be 
reassigned  daily.   Insofar  as  is  practicable,  the  assignment 
of  equipment  and  drivers  should  not  be  changed  except  as  needs 
vary. 

(b)  Better  cost  data  will  be  obtainable  for  the  operating 
agencies  as  the  rental  charges  will  include  all  costs. 

(c)  The  City  will  be  assured  of  prompt  replacement  of 
obsolete  or  worn  out  equipment  as  the  purchase  of  equipment 
will  be  made  from  funds  accumulated  from  depreciation  expense 
charges  and  not  be  dependent  upon  appropriations  which  may 
vary  widely, depending  upon  the  financial  position  of  the  City 
and  not  upon  equipment  needs. 

(d)  The  rental  rates  established  to  meet  the  costs  of  the 
unit  will  serve  as  a  yardstick  for  evaluating  the  efficiency 

of  the  unit  in  comparison  with  outside  agencies. 
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10.   Central  Office 

a»   General:   The  department  of  public  works  is  under 
the  control  of  a  commissioner  of  public  works  who  must  be  a  civil 
engineer  of  recognized  standing  in  his  profession.   The  department 
is  composed  of  the  bridge  and  ferry,  highway,  sanitary,  sewer,  - 
and  water  divisions.   There  are  about  25>00  employes  in  the  depart- 
ment making  it  one  of  the  largest  in  the  City  government. 

The  central  executive  and  administrative  offices  of  the 
department  are  located  in  the  City  Hall  Annex,   For  administrative 
purposes,  the  staff  of  these  offices  is  organized  in  small  units 
known  and  operated  as  the  commissioner's  office,  contract  office, 
personnel  office,  and  workmen's  compensation  service.   These 
offices  include  a  total  of  3J4.  employes  with  a  current  annual  rate 
of  expenditure  for  payroll  purposes  of  $S5,600« 

b.   Activities  of  the  Central  Office:   The  commissioner 
of  public  works  is  appointed  by  the  mayor  for  a  term  of  four  years 
beginning  with  the  first  day  of  Kay  in  the  year  of  appointment. 
The  commissioner  is  charged  with  complete  responsibility  for  the 
direction  and  control  of  the  staff  and  the  operational  activities 
of  the  department.   The  staff  assigned  to  the  office  of  the  com- 
missioner is  charged  with  duties  and  responsibilities  in  connection 
with  secretarial,  stenographic,  special  study>  and  public  reception 
work  required  by  the  commissioner,  his  deputy,  and  executive 
secretary.   In  addition,  the  staff  performs  other  routine  office 
activities  such  as  distributing  mail,  preparing  reports,  and  the 
like,  on  a  department-wide  basis. 

The  contract  office  has  as  its  functions  the  centrali- 
zation and  coordination  of  the  various  duties,  responsibilities, 
and  activities  common  to  all  operating  organization  units'  of  the 
department  with  respect  to  advertising  and  receiving  bids,  prepar- 
ing contracts,  seeing  to  the  distribution  of  contracts  for  review, 
approval,  and  execution,  keeping  files  and  other  records  of  con- 
tracts, and  similar  matters. 

The  personnel  office  is  concerned  with  such  principal 
functions  and  activities  as  the  general  administration  of  the 
personnel  policies  of  the  department,  handling  many  matters  of 
department  relations  with  state  civil  service  authorities,  and 
keeping  the  principal  personnel  records  of  the  department. 

The  office  of  workmen's  compensation  service  is  charged 
with  the  overall  administration  of  the  laws  regarding  workmen's 
compensation  not  only  with  respect  to  employes  of  the  department 
of  public  works,  but  for  employes  of  the  entire  City.   This  staff 
is  concerned  with  conducting  medical  examinations,  investigating 
compensation  claims,  determining  legal  rights  of  claimants  and 
liabilities  of  the  City  regarding  compensation,  preparing  and 
executing  compensation  agreements,  and  the  like. 
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c»   Staff  of  tho  Central  Office:   The  staff  and  organi- 
zation of  the  central  offices  is  approximately  as  follows: 

Unit  and  Number  of         Annual 

Position  Positions     Payroll  Cost 

Commissioner1 3  Office 

Commissioner  1         $  9,000 

Executive  secretary  1  q.,  200 
Investigator  and  inspector 

of  property  1  3*500 
Junior  engineer,  Grade  3 

(provisional)  1  3,200 

Clerk- typist  1  2,900 

Clerk- stenographer  1  2,900 

Clerk- steno,  accident  investigator  1  2,o00 

Contract  Office 

Principal  clerk  of  contracts        1  3>500 

Clerk-stenographer  1  2,700 

Personnel  Office 

Principal  civil  service  and 

personnel  clerk  1  3>700 

Civil  service  clerk- stenographer    1  2,900 

Workmen's  Compensation  Service 

Medical  director  1  8,000 
Clerk  and  workmen1 s  compensation 

agent  1  lj-,300 

Clerk-typist  1  2,200 

Totals  lij.  $55>600 

The  executive  secretary  has  been  in  the  service  of  the 
department  for  over  h£>   years.   Although  all  of  the  staff  assigned 
to  the  central  offices  is  responsible  to  the  commissioner,  the 
executive  secretary  is  charged  with  the  duties  of  providing  the 
general  overall  direction  of  the  staff  and  of  assisting,  in  an 
advisory  capacity,  in  the  disposition  of  new  and  routine  matters 
governed  by  established  policies  and  procedures.   As  a  result  of 
this  incumbent's  long  experience  in  matters  of  this  kind,  the 
functions  and  activities  assigned  to  this  position  are  effectively 
carried  out  so  as  to  relieve  the  commissioner  of  many  details  of 
overall  administration  that  might  otherwise  consume  a  considerable 
portion  of  his  time. 
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The  office  of  the  investigator  and  inspector  of  property 
is  located  at  6^0   Albany  Street,  Boston,  in  the  yard  of  the 
sanitary  division.   This  is  the  only  member  of  the  department's 
central  offices  who  is  not  located  in  the  Annex  of  the  City  Hall. 
It  was  reported  that  the  functions  and  activities  of  this  staff 
member  are  intended  to  include  such  matters  as  inspecting  and 
making  recommendations  for  the  maintenance  and  repair  of  the 
department's  property  excluding  automotive  equipment  and  super- 
vising the  sale  of  junk  or  obsolete  materials  and  supplies.   How- 
ever, it  was  learned  that  there  is  practically  no  supervision  of 
these  activities  and  that  there  are  no  effective  checks  on  per- 
formance of  these  intended  functions.   It  Is  recommended  that  this 
position  be  abolished  insofar  as  the  commissioner's  office  is  con- 
cerned.  The  building  maintenance  responsibilities  should  be  as- 
signed to  an  agency  responsible  for  all  building  maintenance  as 
described  in  another  report  in  this  series* 

The  position  of  junior  engineer,  Grade  3,  is  the  civil 
service  title  of  the  temporary  employe  in  the  office  of  the  com- 
missioner.  The  incumbent  is  carried  officially  on  the  payroll  of 
the  highway  division,  but  has  been  serving  full-time  as  an  as- 
sistant to  the  commissioner  for  about  two  years.   It  was  reported 
that  this  employe  has  had  some  college  training  in  business  adminis- 
tration, but  is  neither  a  graduate  nor  practical  engineer. 

The  principal  functions  and  activities  of  this  employe 
are  to  serve  as  an  assistant  to  the  commissioner  in  coordinating 
the  activities  of  the  mayor's  and  commissioner* s  offices,  and 
working  on  such  special  assignments  as  the  commissioner  may  require 
and  direct  from  time  to  time.   In  the  proper  discharge  of  these 
duties, it  is  necessary  that  this  employe  be  away  from  the  central 
offices  at  times  and  this  requirement  makes  it  difficult  or  im- 
possible for  other  staff  members  to  perform  these  duties.   It  is 
believed  that  these  functions  and  activities  are  necessary  and,  it 
is  recommended  that  the  position  be  added  to  those  officially  as- 
signed to  the  commissioner's  office. 

The  clerk- stenographer  listed  under  the  commissioner' s 
office  in  the  tabulation  at  an  annual  salary  of  $2.,600  is  dividing 
his  time  between  the  commissioner's  office  and  the  office  concerned 
with  the  administration  of  the  workmen's  compensation  law.   The 
workmen's  compensation  office  is  of  relatively  recent  origin  and 
has  not  been  fully  equipped  and  staffed.   Ultimately,  it  is  in- 
tended that  this  employe  will  be  assigned  full-time  as  an  investi- 
gator of  compensation  claims.   In  the  meantime,  he  is  assisting 
in  the  activities  of  the  commissioner's  office,  such  as  stenographic 
and  typing  work,  relief  receptionist,  and  other  general  office  work. 

The  contract  and  personnel  offices  appear  to  be  adequately 
staffed  and  lines  of  authority  to  the  commissioner  and  the  executive 
secretary  seem  well-defined.   These  offices  are  open  to  the  general 
public  and  it  is  believed  that  they  have  been  located,  arranged,  and 
equipped  reasonably  well  for  the  functions  and  operations  involved. 
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Tho  offices  of  the  workmen* s  compensation  service  are 
not  contiguous  with  other  central  offices  of  the  department.   Large 
and  apparently  adequate  office  space  for  this  staff  and  these 
functions  and  activities  have  been  provided  on  another  floor  of  the 
City  Hall  Annex.   The  functions  and  activities  of  this  service  were 
expanded  considerably  in  April  19^8  to  include  a  much  larger  number 
of" City  and  Suffolk  County  employes  for  which  the  law  prescribed 
rights  to  workmen1 s  compensation  benefits.   Also,  it  is  planned  to 
establish  a  clinic  for  medical  examinations  and  treatments* 

d,  Record  Keeping:   At  the  present  time,  each  of  the 
divisions  of  the  department  maintain  some  semblance  of  operating 
and  cost  records.   For  the  most  part,  their  records  are  inadequate 
and  do  not  produce  information  needed  by  the  various  administrators 
in  making  the  decisions  which  are  required  of  them. 

Generally,  the  staffs  of  the  divisions  assigned  to  cost 
work  are  excessive  in  view  of  the  records  which  they  are  currently 
producing.   However,  if  these  records  wore  to  be  produced  in  such  a 
manner  that  they  would  be  of   some  value  and  if  others  were  to  be 
developed  on  the  basis  of  recommendations  contained  in  other  reports 
of  this  series  on  the  department,  it  is  doubtful  if  any  one  of  the 
division  staffs  would  be  adequate,  unless  they  were  supplemented 
by  accounting  machines.   If  such  equipment  were  provided  for  each 
division,  it  would  create  a  need  for  a  considerable  outlay  of  funds, 
and  it  is  doubtful  if  any  such  equipment  could  be  used  full  time 
by  any  one  division.   It  would,  therefore,  seem  that  the  personnel 
engaged  in  producing  cost  records  should  be  centralized  in  a  section 
operating  as  a  part  of  the  office  of  the  commissioner  and  that  they 
be  provided  with  such  accounting  machines  as  seems  necessary. 

There  is  a  definite  need  for  a  trained  accountant  to 
supervise  the  work  and, in  order  to  justify  such  a  position,  the  work 
would  have  to  be  accomplished  on  a  departmental  basis.   It  is, 
therefore,  recommended  that  the  cost  accounting  and  record  keeping 
operations  of  the  department  be  centralized  in  the  office  of  the 
commissioner  and  that  a  trained  accountant  bo  employed  to  direct 
the  work.   It  is  recommended  elsewhere  in  this  report  that  a  new 
division  of  administrative  services  be  created  to  replace  the  cen- 
tral office  and  such  record  keeping  and  cost  accounting  as  Is  need- 
ed should  be  under  this  proposed  division, 

e.  Expenditures  of  the  Central  Office:   In  the  last  three 
full  years,  expenditures  charged  against  the  central  offices'  of 

the  department  have  averaged  approximately .§36, 800..   In  19^7*  the 
total  expenditures  amounted  to  §38, 125, 23.   According  to  major 
budget  classifications,  these  expenditures  were  as  follows: 
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Item  Amount 

I  |        |       -,  *■■■■■■        llll.H        I  I 

Personal  services  $36,977.27 
Contractual  services  3oo.79 

Equipment  29.03 

Supplies  75>2.ll4. 

Total  $38, 12$ .23 

Budget  recommendations  for  the  fiscal  year  lQij-8  include  an  ap- 
propriation of  approximately  $39>^00  to  cover  salary  and  other 
expenses  of  the  central  office  staff. 

As  stated  elsewhere  in  this  report,  at  the  time  the 
study  was  made  the  annual  rate  of  expenditures  of  the  central  office 
for  salaries  was  $55>600,  a  figure  that  is  much  higher  than  the  194-8 
appropriations. 

At  present,  the  workmen*  s  compensation  clerk  receives 
§2900  from  the  department  of  public  works,  §900  from  the  contingent 
fund,  and  §5>00  from  the  transit  department;   Also,  as  stated  else- 
where in  this  report  the  junior  engineer  Grade  3  is  carried  on  the 
highway  division  payroll. 

11.   Personnel  Policies  and  Practices 

a.  Recruitment:   The  commissioner  of  public  works  and  the 
workmen' s  compensation  agent  are  appointed  by  the  mayor.   As  men- 
tioned elsewhere  in  this  report,  the  workmen's  compensation  agent 
cilso  has  a  permanent  civil  service  rating  of  clerk.   All  other 
employes  of  the  central  offices  have  permanent  or  temporary  civil 
service  ratings. 

In  Massachusetts,  there  is  only  one  civil  service  agency 
for  the  whole  Commonwealth  known  as  the  department  of  civil  service 
and  registration.   This  agency  has  jurisdiction  with  respect  to  the 
official  and  labor  service  of  the  City  of  Boston,   It  is  provided 
by  law  that  appointments  to  positions  in  the  classified  civil 
service  can  be  made  only  upon  requisition  by  the  appointing  officer 
and  upon  certification  by  the  state  director  of  civil  service  from 
an  eligible  list  prepared  in  accordance  with  civil  service  laws, 
rules,  and  regulations.   So  far  as  practicable,  the  department  of 
public  works  endeavors  to  recruit  its  personnel  for  civil  service 
positions  from  the  highest  rated  applicant  on  civil  service  lists 
submitted  by   the  state  agency.   In  the  event  that  an  applicant 
whose  name  appears  highest  on  the  certified  list  does  not  accept 
appointment,  appointments  are  made  from  the  next  highest  ratings  or 
from  other  ratings  in  descending  order. 

b •  Training:   The  only  formal  training  programs  in  the 
department  are  conducted  by  the  water  division.   Prior  to  February 
194-8,  this  division  had  a  formal  training  course  for  selected 
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pcrsonnel  who  were  recommended  by  the  division  foremen  and  approved 
by  the  division  engineer.   The  purpose  of  the  course  was  to  familiari- 
ze and  instruct  certain  personnel  in  various  phases  of  the  division1  s 
operations. 

Some  of  the  more  important  subjects  of  the  course  were, 
the  sources  of  water  supply  and  methods  of  distribution  and  their 
relationships  to  the  system  and  operations  of  the  metropolitan 
district  commission,  the  assembly  and  disassembly  of  hydrants,  the 
manufacture  and  operation  of  gates,  methods  for  reading  plans 
showing  locations  of  gates,  procedures  and  tools  necessary  for  in- 
serting valves  in  water  lines  under  pressure,  and  safety  measures 
to  be  taken  in  shutting  off  water  lines  to  boilers  and  other  equip- 
ment likely  to  be  damaged  by  such  action.   This  course  was  presented 
for  about  one  hour  each  week  after  regular  working  hours  for  about 
five  months  each  year. 

Also,  prior  to  February  19^8*  a  separate  training  course 
was  given  in  connection  with  the  maintenance,  repair,  and  reading 
of  water  meters.   This  course  consumed  about  7  l/2  hours  a  week  for 
four  weeks.   Sessions  were  about  one  and  one-half  hours  long  and 
were  held  during  mid-day.   The  course  was  open  to  all  who  cared  to 
attend.   The  response  was  sufficient  to  require  setting  up  several 
classes  of  about  12  employes  in  each. 

Sufficient  interest  in,  and  value  of,  the  courses  was 
demonstrated  to  justify  not  only  expanding  the  subjects  of  training 
but  enlarging  eligibility  for  attendance  to  incln.de  all  personnel' 
in  the  division  who  cared  to  attend.   Therefore,  in  February  I9I4.8, 
an  intensive  four-month  training  course  was  presented  and  in  addition 
to  the  subjects  discussed  elsewhere  in  this  report,  other  subjects 
were  included  such  as  mathematics,  simple  hydraulics,  and  field 
applications  of  the  theory  of  operations.   It  is  also  planned  to 
combine  the  course  with  that  on  water  meters. 

Training  programs  are  invaluable  as  a  means  for  eliminat- 
ing or  reducing  waste  and  unproductivity.   It  is  believed  that 
training  programs  would  be  justified  in  connection  with  the  operations 
of  other  divisions  and  organization  units  of  the  department.   Such 
training  courses  would'  also  provide  an  important  basis  for  making 
promotions. 

It  is  recommended  that  the  department  initiate  and  carry 
out  a  study  as  to  the  efficacy,  content,  and  other  details  with 
respect  to  training  programs  for  the  purpose  of  extending  the 
benefits  to  be  gained  from  operation  of  such  courses  to  other 
organization  units  and  personnel  of  the  department.   In  carrying 
out  this  project  to  the  fullest  extent  practicable,  definite  authori*- 
ty,  duties,  and  responsibilities  should  be  assigned  to  department 
personnel  for  developing  and  assisting  in  the  administration  of 
training  programs.   Elements  of  this  administration  would  Include 
such  matters  as  indoctrinating  new  employes,  instructing  employes 
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in  the  application  of  established  procedures  and  methods,  and  in 
the  proper  use  of  equipment  as  well  as  for  developing  safety 
regulations.   Periodic  inspections  should  be  made  to  determine  that 
safety  regulations  are  being  enforced. 

c»   Promotion:   It  is  the  policy  of  the  department  to  . 
promote  employes  on  the  basis  of  merit  as  ascertained  by  examination 
or  in  accordance  with  seniority.   Preference  with  respect  to  pro-* 
motions  is  given  to  veterans.   In  line  with  this  policy,  the  depart- 
ment has  devised  a  plan  and  system  for  ascertaining  those  employes 
in  each  division  who  are  desirous  of  being  examined  for  promotion 
to  certain  positions  in  the  labor  forces,  the  position  or  positions 
for  which  they  wish  to  be  examined,  and  for  establishing  seniority 
lists  for  the  purpose  of  giving  examinations. 

Each  year  in  September  or  October,  the  personnel  office 
distributes  questionnaires  throughout  the  department  for  the 
purpose  of  gathering  necessary  personal  data  of  employes  in  con- 
nection with  promotions  to  about  20  positions  such  as  chauffeur, 
painter,  stonecutter,  yardman,  and  the  like.   This  questionnaire 
states  that  it  is  for  the  purpose  of  establishing  "a  seniority  list 
in  accordance  with  the  seniority  policy  of  the  Division  of  Civil 
Service,  whereby  in  the  event  of  a  promotion  from  one  rating  to" 
another  in  the  LABOR  SERVICE,  one  of  the  first  three  senior  men^ 
QUALIFIED  AND  WILLING  to  accept  the  position,  may  be  selected." 

Apparently,  this  system  has  met  with  the  approval  of 
employes  of  the  department  and  has  achieved  substantial  response 
in  setting  up  reasonably  large  pools  of  qualified  applicants  for 
most  positions  In  the  labor  service  for  which  examinations  are 
given.   It  is  reported  that  very  few  complaints  have  been  made 
either  with  respect  to  the  fairness  of  the  system  or  to  the  manner 
in  which  it  is  administered* 

When  vacancies  occur  in  the  positions  covered  by  the 
questionnaires,  it  is  the  practice  of  the  department  to  give 
practical  tests  to  the  candidates.   These  tests  are  conducted  by 
the  highest  rated  employes  in  the  department  who  are  qualified  by 
education,  training,  and  experience  to  examine  candidates  for  the 
positions  concerned.   Such  examiners  are  master'  mechanics  and  fore- 
men.  Inasmuch  as  no  written  tests  are  employed,  they  are  oral  or 
practical  examinations. 

It  is  believed  that  greatest  room  for  Improvement  lies 
in  establishing  suitable  standards  to  be  followed  by  all  examiners 
in  order  to  achieve  reasonable  assurance  that  each  test  is  ap- 
propriate and  sufficiently  comprehensive  for  determining  the 
qualifications  of  applicants  for  a  specific  position.   Inasmuch  as 
the  methods  and  scope  of  tests  appear  to  be  left  entirely  to  the 
discretion  of  the  examiners,  it  is  likely  that  some  examinations 
fail  to  establish  the  proficiency  of  applicants  with  efficiency 
and  that  some  tests  are  less  or  more  difficult  than  others.   For 
example,  an  employe  may  apply  for  the  position  of  chauffeur  rather 
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than  mechanic  because  the  examiner  for  chauffeur  positions  may  give 
an  easier  and  less  thorough  examination  than  the  examiner  for  the 
position  of  mechanic .   Therefore,  it  is  recommended  that  the 
department  establish  reasonable  standards  with  respect  to  the  scope 
and  methods  of  examination  and  devise  a  system  for  seeing  that  these 
standards  are  carried  out, 

d.  Working  Hours:   The  day  labor  forces  work  from 
8:00  a.m.  to  5:00  p.m.,  Monday  through  Friday,  or  I4.O  hours  each 
week.   This  force  includes  employes  engaged  in  such  services  as 
street  cleaning,  paving,  ash  removal,  water,  and  sewer . 

Clerical,  administrative,  and  executive  staffs  work  35 
hours  each  week  from  9*00  a.m.  to  5:00  p.m.,  Monday  through  Friday, 

Emergency  workers  in  such  services  as  water,  garage, 
sewer,  and  paving  are  employed  on  eight-hour  shifts  for  lj-0  hours 
each  week' with  the  daily  working  hours  running  from  3:00  a.m.  to 
lj.:00  p. mi,  I4.: 00  p*m.,  to  12  midnight,  and  from  midnight  to  8:00 
a.m.   Similar  shifts  are  worked  by  the  bridge  and  tunnel  crews. 

Ferry  crows  work  [j.0  hours  a  week  in  shifts  from  6:00  aim, 
to  2:00  p.m,  and  from  2:00  p.m.  to  10:00  p*m.   Four  crews  are  used 
to  provide  service  every  day  in  the  week  during  these  hours. 

No  clerical,  administrative,  or  executive  offices  of 
the  department  in  the  City  Kail  are  kept  open  and  staffed  for  routine 
or  emergency  stand-by  operations  on  Saturdays  or   Sundays.   In  event  : 
of  need,  telephone  calls  may  be  made  direct  to  emergency  crews  of 
the  various  services. 

The  official  lunch  period  throughout  the  department  is  one 
hour, 

e.  Overtime  Compensation:   The  work  week  of  the  depart- 
ment begins  on  Wednesday  at7T:00  a.m,  and  ends  on  Tuesday  at  5:00 
p.m.   Employes  entitled  to  overtime  compensation  are  paid  straight 
time  for  the  first  8  hours  over  the  official  I|-0~hour  week.   One  and 
one-half  the  regular  compensation  rate  is  paid  for  over  I4-8  hours  of 
work  in  a  week.   The  department  reserves  the  right  to  lay  off 
personnel  on  Monday  and  Tuesday  of  any  work  week  if  IfO  hours  of 
work  have  been  performed  in  the  work- week  from  Wednesday  through 
Sunday. 

If  employes  of  the  regular  day  labor  forces  are  required 
to  perform  emergency  work  on  legal  holidays,  this  overtime  work 
is  compensated  for  at  double  pay.   Several  rules  are  in  effect  with 
respect  to  other  classes  of  employes  working  on  legal  holidays. 
Regular  crews  normally  working  on  shifts  receive  no  uxtra  pay  for 
working  a  scheduled  shift  on  legal  holidays.   Such  crews  are  found 
in  the  highway,  sanitary,  and  water  divisions.   However,  in  the  case 
of  unlicensed  drawtenders  on  the  shift  crews  in  the  bridge  service, 
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when  work  is  performed  on  legal  holidays  the  policy  has  b^cn  to 
grant  compensatory  time  off  but  no  extra  pay.   This  compensatory 
time  is  permitted  to  accumulate. 

In  the  case  of  licensed  personnel  in  ferry  and  tunnel 
services,  compensatory  time  is  granted  in  lieu  of  double  pay  for . 
work  performed  on  legal  holida7/s.   Licensed  personnel  in  the  sewer 
division  receive  double  pay  for  working  legal  holidays  and  no 
compensatory  time  off.   This  classification  includes  stationary 
engineers  and  firemen  operating  pumping  stations. 

Considerable  administrative  difficulty  has  arisen  in 
granting  compensatory  time  off  as  a  consequence  of  which  over  a 
period  of  years  some  employes  were  reported  to  have  accumulated 
many  days  of  compensatory  leave*   The  whole  question  of  compensatory 
time  off  or  wages  should  be  given  further  study  and  a  policy  deter- 
mined for  each  condition.   Particularly  the  question  of  overtime 
for  personnel  assigned  to  regular  shifts  should  be  studied  to  work 
out  a  more  satisfactory  arrangement, 

*"•   Vacations:   Chapter  7?  Ordinances  of  19^5,  prescribes 
rules  and  regulations  concerning  vacations  and  sick  leave  applying 
to  employes  of  the  City  except  the  uniformed  forces  of  the  fire 
and  police  departments.   This  ordinance  was  declared  to  be  void 
in  an  opinion  of  the  corporation  counsel  dated  I.larch  15,  19^7  • 
This  ruling  was  founded  on  the  opinion  that  this  law  was  mandatory 
in  form  and  in  violation  of  St.  1909,  C.  486,  S.  8,  which  prohibited 
the  City  Council  from  taking  part  in  the  conduct  of   the  executive 
or  administrative  business  of  the  City.   It  was  said  to  follow 
"that  the  rules  and  regulations  governing  vacations  and  sick  leave 
are  to  be  promulgated  by  the  various  boards  and  officers  for  their 
respective  departments  subject  only  to  the  mayor's  general  supervision 
and  control." 

As  a  consequence  of  this  legal  ruling,  the  mayor  issued 
circular  letter  No.  7,  dated  March  26,  19^7,  with  a  view  to  es- 
tablishing some  uniformity  in  the  policies  with  regard  to  vacations 
and  sick  leave  and  recommended  that  department  heads  put  the 
policies  into  effect  to  the  extent  practicable.   The  department  of 
public  works  has  adopted  all  of  the  recommendations  of  the  mayor. 
Therefore,  the  policies  currently  in  effect  are  those  set  forth  in 
the  mayor's  circular  letter  which  are  as  follows: 


"In  order  to  establish  some  uniformity  in  the  vacation  allow- 
ances, I  have  had  prepared  the  following  schedule  and  recommend 
that  each  department  head  put  it  into  effect,  so  far  as  feas- 
ible, for  the  permanent  employees  of  the  department  in  his 
charge . 

"For  employees  having  less  than  one  year  of  service,  one  day 
for  each  month  of  service. 
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"For  employees  having  one  year  or  more  of  service,  two  weeks 
in  each  year. 

"For  employees  having  ten  years  but  loss  than  twenty  years 
of  service,  three  weeks  in  each  year. 

"For  employees  having  twenty  years  or  more  of  service,  four' 
weeks  in  each  year. 

"No  accumulation  of  vacations  should  be  allowed  except  in 
special  cases  approved  by  the  Mayor. 

"It  is  further  recommended  that  for  absences  which  are 
unauthorized,  or  for  which  there  is  not  a  satisfactory 
explanation,  or  which  are  otherwise  culpable,  either  pay 
shall  be  deducted  or  the  days  of  absence  deducted  from 
vacations  of  more  than  two  weeks*" 

g.   Sick  Leave:   Statutory  enactments  provide  that  fore- 
men, laborers,  mechanics,  and  workmen   shall  be  entitled  to  sick 
leave  with  pay  for  periods  not  exceeding  15  working  days  annually. 
It  was  reported  that,  except  for  these  specifically  designated 
employes,  it  was  understood  throughout  the  department  of  public 
works  that  no  other  employes  have  any  vested  right  to  sick  leave 
and  that  the  granting  of  sick  leave  is  at  the  discretion  of  the 
commissioner. 

The  mayor's  circular  letter  referred  to  elsewhere  also 
sets  forth  recommended  general  policies  with  respect  to  sick  leave 
as  follows; 

"Sick  leave,  other  than  the  statutory  allowance  for  foremen, 
laborers,  workmen  and  mechanics,  may  be  allowed  at  the  dis- 
cretion of  the  heads  of  departments. 

"I  wish  to  call  to  your  attention  that  these  are  not  in- 
flexible regulations  and  are  not  to  be  construed  to  give 
employees  any  vested  rights  to  more  than  the  statutory  two 
weeks  vacation. 

"I  shall  expect  the  department  heads  to  adopt  and  administer 
them  with  due  regard  to  the  public  interest  and  to  the 
efficiency  of  their  several  departments.   Each  department 
should  continue  to  maintain  attendance  records  for  each 
employee  and  such  records  should  be  available  for  official 
inspection  at  all  times." 

However,  it  is  believed  that  policies  regarding  sick 
leave  can  and  should  be  more  definite  as  in  the  case  of  vacations 
and  that  department  heads  could  still  be  permitted  to  exorcise 
discretionary  powers  for  extension  in  justifiable  cases.   Statutory 
sick  leaves  can  be  extended  legally  In  some  instance, 


o  . 
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The  medical  director  of  the  workmen*  s  compensation 
ig  called  upon  frequently  to  investigate  the  circumstances 

-  -tantial 

there  is  abuse 


of  sick  leave  particularly  where  it  is  indicated  that  substantial 
leave  may  be  justified  or  where  it  is  believed  that  there  is  abu~ 
of  such  leave.   It  was  reported  that  the  medical  director  spends 
about  five  hours  each  week  making  such  investigations  and  examin 
tions  on  a  City-wide  basis. 


h.   Holidays;   In  general, 
holidays  as  follows: 


the  department  recognizes  12 


New  Years  Day 
Washington' s  Birthday 
Evacuation  Day 
Patriots'  Day 
Memorial  Day 
Bunker  Hill  Day 
Independence  Day 
Labor  Day 
Columbus  Day 
Armistice  Day 
Thanksgiving 
Christmas 


January  1 

February  22 

March  17 

April  19 

May  30 

June  17 

July  l\. 

First  Monday  of  Sept. 

October  12 

November  11 

Fourth.  Thursday  in  Nov. 

December  25 


12.   Workmen1 s  Compensation  Service 

a»   General:   Under  authority  of  orders  passed  by  the 
City  Council  as  approved  by  the  mayor  on  April  1,  19^4-3,  all 
employes  of  the  City  and  of  the  County  of  Suffolk,  except  members 
of  the  fire  and  police  forces,  were  included  within  the  provisions 
of  the  Workmen'  s  Compensation  Lav/,   It  has  been  estimated  that  the 
number  of  employes  affected  by  the  compensation  law  increased  from 
about  6,000  to  about  18,000. 


mayor, 


It  was  provided  by  an  executive  order  of  the 
dated  July  6,  1 9^4-8  >  that  "the  administration  of  the  Workmen's 
Compensation  Law  in  its  application  to  City  and  County  employes 
who  come  within  its  coverage,  is  hereby  placed  under  the  jurisdic- 
tion of  the  Public  Works  Department." 


The  workmen' s  compensation  office  appears  to  be  staffed 
adequately  and  capably.   When  the  clinic,  referred  to  elsewhere  in 
this  report,  has  been  equipped,  it  is  planned  that  a  trained  nurse 
will  be  added  to  this  staff  at  an  annual  salary  range  of  from 
$1900  to  §2500.   Equipment  has  been  ordered  for  the  clinic,  at  a 
cost  of  approximately  $2000,  and  the  office  will  be  open  five  days 
each  week  for  diagnosis  and  treatment.   Although  it  is  understood 
that  diagnosis  and  treatment  at  this  clinic  will  be  voluntary  and 
without  charge  to  the  employe,  it  is  expected  to  save  the  City 
considerable  money  compared  with  paying  the  costs  of  outside  medical 
advice  and  services. 
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b.   Staffing  for  Workmen* s  Compensation  Service:   In  1922 
the  present  medical  director  took  a  civil  service  examination  and 
was  appointed  a  part-time  medical  inspector  in  the  department  of 
public  works  exclusively  with  respect  to  the  department's  employes 
in  the  administration  of  the  workmen's  compensation  law  and  sick 
leave  policies.   As  a  consequence  of  the  expansion  in  the  require- 
ments for  medical  services  resulting  from  the  broadening  of  work- 
men's compensation  benefits  in  19l|B,  the  position  of  medical  in- 
spector was  made  full-time  and  the  title  changed  to  that  of  medical 
director.   The  incumbent  is  a  licensed  physician. 

The  major  duties  of  the  medical  director  include  examin- 
ing employes  of  the  City  and  County  of  Suffolk  who  are  injured  in 
the  course  of  performing  their  duties,  examining  new  employes  after 
job  tests  or  appointment,  investigating  sick  leaves  at  the  request 
of  City  officials,  operating  a  free  clinic  for  injured  or  ill  em-' 
ployes,  investigating  workmen's  compensation  claims,  and  the  like. 
Although  the  medical  director  is  now  devoting  considerable  time  to 
the  investigation  of  claims,  these  duties  and  responsibilities  will 
be  reduced  when  the  accident  investigator  is  more  fully  trained  and 
the  office  has  been  sufficiently  organized  for  this  employe  to 
devote  full-time  to  these  activities. 

Section  75  of  the  General  Laws,  chapter  15»2,  regarding 
workmen' s  compensation  provides  that  the  executive  officer  or  board 
of  any  city  shall  designate  "one  or  more  persons,  as  it  may  deem 
necessary^  to  act  as  its  agent  or  agents,"   This  section  of  the  laws 
also  provides  that  the  agent  or  agents  shall  be  responsible  for  the 
proper  carrying  out  of  their  functions  under  the  direction  and  super- 
vision of  the  state  department  of  industrial  accidents. 

It  is  understood  that  the  workmen's  compensation  agent  was 
formerly  a  civil  service  clerk' in  the  highway  division  of  the  depart- 
ment of  public  works*   In  1938j  this  employe  was  appointed  full- 
time  workmen's  compensation  agent*   The  principal  duties  of  this 
employe  include  determining  the  City' s  liability  for  compensation 
on  the  basis  of  the  medical  findings  and  investigations  of  other 
related  and  essential  facts,  preparing  and  executing  agreements  as 
to  compensation  with  employes  and  filing  such  agreements  with  state 
workmen' s  compensation  authorities,  initiating  the  review  of  com- 
pensation cases,  and  securing  legal  opinions  from  City  and  state 
legal  authorities  when  necessary  or  desirable. 

c#   Organization  and  Practices  of  Workmen1 s  Compensation 
Service:   It  is  considered  that  the  organization  and  facilities  of 
this  office  are,  in  many  respects,  of  such  recent  origin  as  to  pre- 
clude accurate  appraisal  of  its  functions  and  operations.   However, 
there  are  several  matters  on  which  comment  can  be  made. 

So  far  as  it  could  be  determined,  only  one  workmen' s 
compensation  agent  has  been  appointed  to  administer  the  workmen's 
compensation  law  on  a  City-wide  basis.    It  is  understood  that  a 
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workmenfs  compensation  agent  has  been  appointed  and  assigned  to 
the  Boston  Transit  Department  at  an  annual  salary  of  $2^00.   Ap- 
parently this  official  is  concerned  only  with  compensation  matters 
arising' within  the  transit  department  wherein  he  assists  in  inves- 
tigations and  fact  finding  for  the  workmen' s  compensation  agent  in 
the  department  of  public  works. 

It  is  recommended  that  a  study  be  undertaken  to  determine 
the  need  for  a  workmen's  compensation  agent  operating  exclusively 
within  the  transit  department.   On  the  other  hand,  it  seems  desirable 
that  one  or  more  additional  workmen' s  compensation  agents,  operating 
on  a  City-wide  basis  and  for  the  County  of  Suffolk,  should  be  ap- 
pointed.  This  action  would  provide  a  basis  for  continuous  operations 
in  the  event  that  the  current  appointee  becomes  ill  or  is  absent 
from  his  duties  for  any  other  cause.   In  this  connection,  it  is 
recommended  that  the  commissi  oner  of  public  works,  by  virtue  of 
his  responsibility  for  the  administration  of  workmen' s  compensation 
laws,  study  or  cause  to  be  studied  the  advisability  of  additional 
appointments  and  submit  his  findings  to  the  appointing  authority 
for  appropriate  disposition. 

There  seems  to  be  some  confusion  as  to  lines  of  authority 
and  responsibility  with  respect  to  the  activities  of  the  workmen's 
compensation  agent.   This  confusion  involves  the  proper  relation- 
ships of  the  agent  to  the  mayor  who  made  the  appointment,  to  the 
commissioner  of  public  works  to  whom  the  responsibility  for  the 
administration  of  the  workmen's  compensation  laws  has  been  assigned, 
and  the  state  department  of  industrial  accidents  to  whom  the  work- 
men' s  compensation  agent  is  responsible  for  carrying  out  his  functions. 
It  is  recommended  that  the  commissi  oner  of  public  works  initiate 
such  action  as  may  be  necessary  to  obtain  a  clarification  of  author- 
ities, duties,  and  responsibilities  of  the  officials  referred  to  in 
connection  with  the  operations  of  the  workmen's  compensation  la?/. 

In  the  proper  administration  of  the  workmen's  compensation 
law  it  is  believed  to  be  the  duty  and  responsibility  of  the  workmen' s 
compensation  agent  to  see  that  the  compensation  cases  are  reviewed 
systematically  and  with  reasonable  frequency  in  order  to  eliminate 
or  reduce  abuses  under  the  lav/  and  the  making  of  compensation  pay- 
ments to  beneficiaries  who  arc  no  longer  entitled  to  them.   So  far 
as  could  be  determined,  no  formal  system  has  been  established  and 
put  into  operation  which  provides  for  the  periodic  review  of  com- 
pensation claims  and  payments.   The  workmen's  compensation  agent 
has  been  accustomed  to  initiating  follow-up  action  from  memory  of 
cases  at  hand.   However,  it  is  recognized  that  a  formal  system  will 
be  necessary  as  the  volume  of  compensation  claims  and  payments  in- 
crease in  order  to  assure  efficiency  in  discharging  these  duties 
and  responsibilities. 

In  19^-6,  the  workmen1  s  compensation  service  processed 
about  530  actual  or  potential  claims  of  which  61j.  were  recognized 
and  compensated.   In  19^7 »  approximately  699  cases  were  reviewed  of 
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which  92  were  compensated.   The  volume  of  work  in  this  office  is 
expected  to  be  substantially  larger  in  19^-8  as  a  result  of  the  ex- 
panded coverage  of  the  law. 

Under  current  regulations  it  is  said  to  be  necessary  for 
the  workmen1 s  compensation  agent  to  approve  the  action  of  placing 
an  employe  on  compensation.   After  an  employe  is  placed  on   com- 
pensation, it  is  the  responsibility  of  the  head  of  his  department 
or  other  organization  unit  to  notify  the  workmen's  compensation 
agent  when  the  employe  returns  to  work  in  the  event  that  the  employe 
has  not  cleared  his  return  with  the  workmen's  compensation  service. 
Furthermore,  most  department  heads  approve  weekly  payrolls  including 
compensation  payments.   It  is  reported  that  the  department  of  public 
works  and  the  transit  department  are  exceptions  to  this  practice. 
These  two  departments  require  the  approval  of  the  workmen*  s  com- 
pensation agent  with  respect  to  compensation  payments  which  places 
the  responsibility  on  the  agent  with  respect  to  the  continuation  of 
payments  and  also  provides  a  means  for  the  periodic  review  of  com- 
pensation cases;   It  is  believed  that  all  payrolls  involving  work- 
men1 s  compensation  payments  should  be  similarly  approved  by  the  work- 
men' s  compensation  agent. 

13.   Expenditures  of  the  Public  Works  Department 

■   ■^■■^<— i.^.     ■—  ■■iiw    ■.■■■■■■  ■■!■    ■■■11^  1      ii        11     .— „«—■■ 11  1  I.    in  !■        mi     »i       1  !■■■  ■       ■  ■wn.  — ^£n..  m..  i- ■     1      Mmiim 

The  expenditures  made  by  the  several  divisions  of  the 
public  works  department  are  reported  on  in  the  reports  covering 
those  divisions. 


A  tabulation  presented  herein  shows  the  expenditures  by 
division  and  major  activity.   In  general,  these  expenditures  are 
divided  between  maintenance  and  special  purposes  most  of  which  is 
for  construction.   Such  expenditures  are  reported  as  follows: 


Year 

1938 

1939 
I94O 

19.2 
19^3 

19W 
1947 


Maintenance 
Expenditures 


7,051,000 
7,012,000 
7,315,000 

6,30lj-,ooo 
6,720,000 
6,893,000 

7*283,000 

7,871,000 
8,788,000 

10,0lj.2,000 


Special 
Projects 

$  964,000 
1,170,000 

1,^88,000 
2,110,000 
1,330,000 
1,621,000 
2,02^,000 
3,327,000 
2,899,000 

3,545,000 


Total 
Expenditures 


8,015,000 
8,182,000 
8,803,000 
8,[pLl].,000 
8,050,000 

8,51^,000 

9,307,000 
11,198,000 
11,687,000 
13,587,000 


The  rate  of  expenditures  made  for  payroll  purposes  averaged 
$6,1^32,000  as  of  the  period  during  which  the  several  studies  were 
completed.   The  amounts  spent  for  contracts  aro  unusually  high  in  Boston 
due  to  the  policy  of  contracting' much  of  the  work  that  "is  usually  done 
by  day  labor  forces.   In  general,  the  amount  spent  for  contracts  and 
materials  equals  the  amount  spent  for  direct  payroll. 

The  expenditures  made  by  the  department  over  the  past  seven 
year  period  are  shown  by  organization  unit  and  major  activity  in  the 
tabulation  that  follows: 
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The  expenditure  requirements  for  the  public  works  depart- 
ment should  be  reduced  by  over  §1,500,000  if  the  recommendations 
contained  in  the  several  reports  on  the  divisions  are  adopted. 
Some  of  the  savings  can  be  estimated  with  reasonable  accuracy,  some 
will  depend  upon  the  ability  of  the  department  to  fill  key  positions 
in  the  proposed  organization  with  competent  employes,  and  still 
others  having  to  do  with  contract  operations  can  only  be  determined 
by  experience . 

While  actual  savings  should  exceed  $1, 500,000,  it  is 
recommended  that  some  of  the  savings  be  used  to  improve  existing 
service  standards,   Por  example,  the  strengthening  of  the  water 
meter  testing  program  should  increase  water  revenues  by  as  much  as 
fp5>00,000  a  year  and  reducing  underground  leakage  should  save  another 
$100,000  in  reduced  assessments  by  the  Metropolitan  Water  Board, 

The  adoption  of  the  recommendations  concerning  street 
lighting  will  result  in  major  improvements  in  the  lighting  of  the 
streets  without  increasing  expenditure  requirements. 

The  sewer  cleaning  has  lagged  to  the  point  that  all  of 
the  $100,000  estimated  that  could  bo  saved  in  that  division  should 
be  used  for  improving  this  service. 

There  is  no  known  method  for  estimating  the  amounts  that 
could  be  saved  by  adopting  more  bussinesslike  methods  in  awarding 
contracts  for  refuse  collection  and  disposal  but  it  is  believed 
that  the  savings  should  be  substantial.   Squally  difficult  to  deter- 
mine are  the  savings  that  should  result  from  the  City  doing  pavement 
maintenance  by  force  account.   Certainly  the  consolidation  of  en- 
gineering, services  and  the  concentrating  of  accounting  and  record- 
keeping within  the  proposed  new  divisions  of  the  public  works 
department  should  yield  a  much  higher  quality  of  service  for  less 
total  expenditures. 

The  consolidation  of  shop  work,  the  establishment  of  a 
central  testing  laboratory,  and  the  grouping  of  ficldwor^  i-n  five 
or  six  districts  are  important  changes  that  should  result  in  sub- 
stantial savings. 
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